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Preface 



Lieutenant General Gary Hughey had the distinction of bemg the first Marine Corps 
general officer assigned to United States Transportation Command (USTRÀNSCOM) as 
thc USTRANSCOM Dcputy Commandcr. 

General Hughey served at a momentous tìme. During his tenure, the command not only 
planned and executed the deployment and sustainment of forces for the war with Iraq and 
follow-ori operations (Operaiion Iraqi Freedom); it also received a new mission as 
deployment process owner, which transformed the command froin being just Lhe single 
manager for defense transportation into the single entity charged with directing Ihe 
execution of strategie distribution for the Department of Defense. General Hughey 
discusses thcsc and other topics from his perspective as a kcy member of the 
USTRANSCOM leadership. 

Prior to General Hughey's retirement in January 2005, I conducted three hour-long 
interviews with him on 26 October. 2 November, and 9 November 2004. This oral 
history has been crafted from the transcripts of thosc intcrvicws. Thc original recordings 
and verbatim transcripts are available in thc USTRANSCOM Research Center. 

Margaret J. Nigra, historian at USTRANSCOM, Lranscribed Lhe tapes, edited the 
manuscripL created and arranged the front and back matter, generated the index, designed 
the cover, and prepared the fìnal copy for publication. While gratefully acknowledgi ng 
her invaluable and indispensable contributions, I retain sole responsibility for any errors 
or shortcomings. 



JAYH. SMTTH, PhD, 

Director, Research Center 

United States Transportation Command 

Scott Air Forcc Base, Illinois 
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Introduction 

First Marine Corps General al USTRANSCOM 

Dr. Smith: You are the first Marine Corps flag offìcer and fìrst Marine Corps deputy 

commander at USTRANSCOM [United States Transportation Command]. 
How did that come about? 

Gen Hughey: That was interesting. I was in Korea minding my own business on an 

cxercise in 2001. I was talking w r ith Jcrry Humble [Marine Corps Major 
General Jerry Commander, US Marine Corps Forces Korea and 
Assistant Chief of Staff for Plans, Policy, and Strategy, Unitcd Nations 
Command and Republic of Korca/US Combined Forces Command, and 
United States Forces Korea, 1998 to 2001], and he indicated to me that I 
was being nominated for a deputy CINC [commander in chief] job. I had 
heard nothing about it, so when I got back to Japan where I was the 
Dcputy Commander, US Forces Japan, T called Headquarters Maiinc 
Corps and asked "What's going on?" And they said T 'The Marine Corps 
is going to nominate a flag officer to serve as the deputy eombatant 
commander at USTRANSCOM, and it's a logiscics assignmenL" 
Lieutenant General [Gary S.] McKissock, who was our deputy 
commandant for installations and logistìcs [(I&L), Scptcmber 1999 to 
September 2002], had indicated that he wanted me nominated for that 
position. That was a good thing for me, and I think a good choice on the 
part of General McKissock. 

There were two of us who were logisticians at the two-star rank at that 
tìme, and both of us were probably vying for the deputy commandant for 
I&L position. The odds on favorite was Rick Keily [Marine Corps Major 
General Richard L„ I&L, September 2002 to September 2005], and that 
was rightfully so, bccause he had spent a lot of time at Headquarters 
Marine Corps. knew what they wcrc doing, and knew where thc Marine 
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Coips was going in logìsties. On the other hand, I had been in joint 
assignments or in Qkinawa^ out there on the edge of the empìre, and had 
not been involved in the efforts within the Maiine Corps to improve our 
Iogistics processes. Rick Kelly was more informed on thau and he really 
was the right choice, Quite frankly, they were looking for a job for me, 

The TRANSCOM job didn T t pan out because General Brown [Army 
LÌL'utcnar.t General Danicl G., Deputy Coimnander. l.STRANSCOM, 
October 1999 to September 2002] did not rctire that year, He stayed 
another year. So I remained at US Forces Japan for my second year, 
which I should have been doing. It was also a very good decision bccause 
of what we were working on at the time, and what we managed to get 
accomplished in the second year I was out there. 

Our Commandant, General Jones [Marine Corps Gencral James L>, 
Commandant of the Marine Corps, July 1999 to January 2003], had a 
rather novcl idea in the assignraent of general officers, and that was to ask 
□s what we would Iike to do, [Laughtcr] We corresponded with him 
ìndividually at the beginning of each year. I indicated that since the intent 
had becn to nominate me the year before for the TRANSCOM position, 
they do the same in 2002, since that year it would be vacated. And he did 
that. In February of 20O2 I came to TRANSCOM to interview for the job, 
and the resi is history. 

Dr. Smith: In what ways do you think your career prepared you for this? 

Gen Hughey: The Mahnc Corps doesn't have a eomponent in TRANSCOM, Our 

transportation within the Marine Corps is all at the tactical leveL We do 
trucks, and thaf s about it, But we'rc a big customer of TRANSCOM's, I 
think that, more than anything else, prepared me for the TRANSCOM 
deputy job, because I was looking at everything from a customer's 
perspective. I know what it's like to stand out there on the tarmae in the 
ruin w;min.a for a C-5A that doesn 1 ! show up. I know what ìt's like to 
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wonder where my shipment is, to know that U's supposed to be coming 
but have no ciue as to when it*s going to arrive, I T ve been a logistician in 
the Marine Corps my entire career, so that logistics background and that 
customer perspective were thc main skills that I brought to the position, 
the best experience for the iraàitional TRANSCOM role. 

Bul General Handy [Air Force General John W., Commander, 
USTRANSCOM, November 2001 to September 2005] was changing the 
traditional rolc of TRANSCOM, He was looking at the command as a 
supply chain manager, a distribution proeess owner. TRANSCOM was 
stepping ìnto a new realm. And because my background was supply chain 
management, I think that was anothcr reason that I was a good fit I think 
that had a lot to do with why he selected me, 

Dn Smith: What does it mean to the Manne Corps and to TRANSCOM that yourc 

the first Marine Corps flag officer, fìrst Marine Corps deputy eommander? 

Gen Hughey: It says a lot about the Marine Corps iogistics community more than 

anything else, The Corps is a rduLively small Service compared to the 
Army, the Air Force, and the Navy. Whcn I came into the Marine Corps I 
dont know that we had any two-star logisticians. I was fortunate to be at 
Headquarters Maiine Corps when we made the fiist three-stan This is the 
first time in our history that we've had two three-star logisdcians servìng 
on active duty at the same time in the Marìne Corps. It s a recognition 
that the logistics community within the Marine Corps has grown in stature 
and a recognition of our logistics capability in the joint world. The Marine 
Corps is Iooked upon very favorably by combatant commanders, because 
we have a logistics system that fìts our expeditionary culture. 

Dr. Smith: What has being the first Manne Corps flag officer at TRANSCOM meant 

to you on a persona) level? 
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It's something that personaUy I'm proud of and very pleased with, 
obviously. And Fm very thankful to be in this position at this particular 
iime. I am an operationaJly oncnted individuaL Fm not parlicularly fond 
of doing the policy business that you find ìn Washington [District of 
Columbia (DC)] and around Headquarters Marìne Cotps. Quite frankJy, 
Fve avoided tbaL Ive spent 35 years in the Marine Corps, and Tve done 
three years in Washington, so Fve been pretty successful about staying in 
the realm that Fm most comfortable wim, and where I feel Fm most 
uscful, which is fhe operational realm. 

Do you think that having a Marinc Corps general officer at your level as 
the deputy commauder has given somc new importance to TRANSCOM 
as a place for Marines to come and do service? 

There is no lack of requiremcnts or de^ire on the part of the joint 
community to hav^ Marines on thc staff. Everyone wants more Marincs. 
There aren T t enough of us to go around. Thafs primarìly why we went 
from 69 generals in 1997 to 80, because there just weren T t enough to fill 
all the joint billet requirements. I don't think TRANSCOM is any 
exception. Again, I'm the first Marine Corps general officer ever to be 
assigned to TRANSCOM, but tbcrc arc plenty of Marine Corps general 
otTicers out tberc serving in the joint community. I don't think that 
coming to TRANSCOM added anything to the stature of the Marine 
Corps, or that it was something the Marine Corps did to gain any kind of 
advantage. 

Wbat's the value added of having a Marine Coips deputy commander? 
The value added to TRANSCOM or to the Marine Corps? 
Either one. 

I think what General Handy liked about me was that I didn't come from a 
transportation baekground, and I didn't come here with an agenda. I had 



no agenda, I brougbt a customer's perspective from 33 years of an 
expeditionary culture, a deployment cuJture, at a time when this country 
was ìri the process of one of the most significant deployments c si nce 
Operation Desert Shield. This global war on lerrorism has required a 
focus on deployment, sustainmenr., and the movement of forees, 
equipment, and supplies. The real value of a Marinc in this position at this 
time i.s that we were hrought up as Midnos in a dcployment culturc, an 
expeditionary cnvironment, so it is something that we understand and are 
very comfortable with. That cxpenence has enabled TRANSCOM to help 
thc other Services make their deployments easier than they otherwise 
wouìd have bccm 

Dr. Smith: Can you think of any specific examples where ithas helped? 

Gen Hughey: I recall when I first got here, TRANSCOM was sending out a lot of teams 

to the Services, whether it be at the MEF [Marine Expeditionary ForccJ, 2 
division, or corps leveh to help them plan how they were goìng to deploy. 
Deployment is an every day occurrence in the Marine Corps, We do it so 
much that we s re comfortable with it T but having liaisons in place made the 
planning execution go morc smoothly, That was one of the early things 
we did, sending out these teatns to the various bases and stations, forts and 
camps around the continental United States to ensure that people "got out 
ofDodge" 

Dr, Smith: Do you think having a Marìne general offìcer at your ievel hclped 

TRANSCOM s relationship with the Marines as customers? 



" The deploymenr fbr Operatioo Iraqi Freedom (OIF) began in the falt of 2002. The operacion. the war lo remove 
Saddam Hussetn as thc niler of Iraq> commenccd on 19 March 2003, and major hostilities ended 1 May 2003. The 
L'nited States eontinued to rotate considerable forccs into and out of Iraq and neighboring areas approximately every 
iwclve months. 

2 The Marinc Expeditionary Force is the largest Marine air-ground task force (MAGTF) and the principa! Marine 
Corps combaL organization. particularly for larger crises or contingencies. It is organizcd amund a permanent 
command element and normally contains onc or more Marine divi&ions, aircraft wings, and force service support 
groups. 



Gen Hughey: To sonie degree, btit as I said before, I am not here lo protect the interests 

of the Marine Corps or to look out for the Marine Corps. I'm hcrc to look 
out for TRÀNSCOM and the combatant corninanders. Whatever the 
combatant commanders need or want, thaf s our primary focus, Having 
me here as a Marine didn't do the Marine Corps any more good than it did 
the Army. Thafs the way you have to look at it. This ìdea that youre 
going out there on joint duty to look out for Ehe interests of your Service is 
wrong. That is absolutely wrong. The Department of Dcfcnsc [DODJ is 
emphasizing joint commands. We are all supposed to be supporting the 
combatant commanders, the warfighters- They set the priorities, and 
TRANSCOM needs to make sure that we are familiar with their priorities, 
very knowledgeable about their priorities, and that we're cxecuti ng them. 
Service prìorities are secondary to thc combatant commandcr. 

The Marinc Corps has a reputation here at TRÀNSCOM as being the 
easiest force to movc. They do their planning. They're ready when 
they're supposed to be ready, and they move out smartly. Marines know 
how to load ships and airplanes, They come from this depJoyment culture. 
They're expeditìonary in the truest sense of the word. I don't think that 
my presence has enhanced the Marine Corps' reputatiom but it probably 
made it a ìittle easier for Buck Bcdard [Marine Corps Lieutenant General 
Emil R. t Deputy Commandant for Plans, Policies, and Opcrations, 
Headquarters Unitcd States Marine Corps, July 2000 to November 2003 J 
to pick up the phone when there was corsfusion or a problem and call me. 
I think he probably felt nearly as comfortable calling General Brown when 
he was here. 

Dr. Smith: You mentioned you had joint experience as welL 

Gen Hughey: Tve had a lot of joint experience. I started out working for DLA [Defense 

Logistics Agency] back in the l9S0s. Did a tour with NÀTO [North 
Àtlantic Treaty Organizaiion] in the I990s. In the late 1990s I did a tour 



with US Forces Japan as the deputy commander, I worked for two very 
fine Air Force generals. Quite frankly, they had something to do with me 
landing this job, because I know thcy called General Handy and 
recommended me. The joint arena is something I'm familiar with, 
somethi ng I'ra eomfortable with. I enjoy it, I know it's the way of the 
future. 

Role ofDeputy Commander 

Dr, Smith: When you think "deputy commander," you almost think "vice president." 

You're there to be in charge when tìie commander is gone or 
incapacitated, What did General Handy tell you that he wanted you to do 
as his deputy commander? 

Gen Hughey: General Handy and I have wbat I can only descnbe as a unique 

relationship. T don't think he ever sat me down and told me T in an 
entrance interview, what he expected of the deputy. After the job 
interview, and after working with him for a very short time, we developed 
a mutual trust, By that I mean he trusted me to make the right decisions 
based on the guidance he provided to the entirc staff, and I trusted him not 
to beat me up too badly if I made a mistake. I say it was a unique 
relationshìp, because it was absolutely frightening to me initially how 
much we thought alike. From very early on ìn the relationship, T was 
never hcsitant to make decisions, There haven't been that many reverscd 
in the two years thaL Vve been here. It really was a reiationship based on 
trust, 

lt s bccn an absfilute pleasure working for him. He is, without a doubt, the 
best leader—and Tve worked for a lot of them— Fve ever served under. It's 
bccn a pleasure working for him, and it's bcen an honor, quite frankly, to 
be at TRANSCOM during thjs period, 'There is no place T would rathcr 
have been. No ptace. Bccause of vvhat we've done, and because of what 
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we're trying to do with the DPO 1 [distribution proccss owner], I think this 
is the very apex of logistics within the Department of Defense, Tm a 
career logistician. Where else would I want to be? Short of having 
General Handy's job, this is the best. For me to retire from this carcer, 
from this position, is a dream come true. 

Dr. Smith: Your official position descrìption states that the deputy commander is the 

principal advisor to the commander. Did you see one of your 
R^punsi bilities as giving GeneraJ Handy advìce? 

Gen Hughey: No, I spent morc time sitting at his knee than advising him. [Laugbter] 

He traveled a lot and was so busy when he was here that most of the 
advice that I might have givcn him went to the staff, because I was here. 
and I was making the decisions. It gocs back to trust again. U it was 
something critical that I thought he might get a call about from the 
Chairman [of the Joint Chiefs of Staff (CJCS)] or the Secretary [of 
Dcfcnse] or the Deputy Secretary [of Defense], Vd call him up wherever 
he was in the world and let him know what was going on, or I'd send him 
an e-maiJ. But for tbe most part, General Handy commumcates personally 
witb the directors and their deputies, It's very comfortabie. Thcrc s never 
been one of those situations where he's been out of touch, or where we 
didn't feel comfortable talking with him or tclling him something. 

Again, he's a tremcndous leader, He doesnì get his hair on fire« He's 
nobody to mess with, but he docsn't get upset because you take action. If 
you were sitting around doing nothing uhcn you should have been doing 
something, he would get upset. But ìf you took action, and he didn't 
particularly think that was the rìght thing to do, he's not going to get upset 
with you because you acted. He might counseJ you a little bit saying, "I 
wouldn't have done it that way T " but he's not going to "wire brush" you. 



Scc pages 30-31 fyr morc mformatioa on DFO. 
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Dr. Smith: Would you say he does a good job of communicating his intent and then 

lctting you take action to move towards that intent? 



Gen Hughey: Right. Hc communicates his intent wiih a!I of us at the staff meetings he 

attends. We've been at this so Jong, and we've been througb some intense 
times wìth the deployment process for Operations Enduring Frccdom 
[OEF] 4 and Iraqi Freedom [OIF], We sat dow r n w r ith him every day back 
then, because we had to. We not only had to sit down with him, we had to 
sii down at the VTCs [video teleconferences] with the COCOMs 
[combatant commandersL [US]Joint Forces Command [USJFCOM], and 
members of the Joint Staff. Watching him daily make decisions at that 
level, it became very clear to us what his intent was. It really wasn't 
rocket seience in terms of figuring out what the boss would want us to do. 
It was pretty clear. We had that three- or four-month period w here we had 
VTCs on a daily basis s and he sat there, and we arm-wrestled with other 
staffs, other COCOMs, and the Joint Staff to get the OBF deployment 
cxecuted. 

General Handy is a teaeher, He makes his point, and you Learn from it. 
Fm referring to the other staffs, the other COCOMs out therc. For this 
staff, we went to school on him for four months, With the day-to-day 
things that camc up, there really wasn't any question about what to do, 
what the boss wou]d want us to do. 

Gencral Handy is dual-hattcd as commander of TRANSCOM and Aìr 
Mobility Command [AMC]. He has to divide his tirae betwecn the two 
organi2ations, What impact did that have on your position? 

Obviously TRANSCOM is a combatant commander wiih a four-star billet. 
Air Mobility Command is a major command, a four-star billet within the 



Dr. Smith: 



Gen Hughey: 



" Tn Operation Errduring Freedom. which began 7 October 2001 1 the United States and its coalitiorr partners [aunched 
a military operation against the terrorist nctwork of Osama bin Ladcn and the Taliban government oi' Aujhanistan 
rhat shielded them foHowing the 1 1 Septembcr 2001 terrorist attacks in thc United States.~ 
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Àir Force. And I would say because of that dual role, General Handy 
depended a lot more on me and John Baker f Air Force Lieutenant General 
John R. t Vice Commander, AMC, April 2002 to July 2005] over at ÀMG 
than most combatant command or major command four-stars would have 
to depend upon thcir deputies. He does have to divide his tirnc. As a 
matter of fact, he spends three days a w r eek here and two days a week over 
at AMC, I don't know how he does it. 

I have welcomed it T because it has given me a lot of opportunity to operate 
in a somewhat autononious mode. I Iike that. Jt's probably oue of my 
fauìts. I don't commumcate with my superiors as much as some others do, 
Fortunately I have a boss right now who doesn't take issue with that, as 
long as I let him know what the crystal bal ls are that w r e could potcntially 
drop, He's depended on it, He's needed it. I thìnk the staff and I have 
come through for him in that regard, He is a tremendously busy person. 
Hc has a travel schedule that's phenomenai I would not want his travel 
schedule. 

Relationship with the 
Transportation Component Commands 

Dr. Smith: Because General Handy was so busy and dual-hatted, did that give you 

perhaps more direct eontact with the component commanders than you 
might have had m another command? 

Gen Hughey: Yes, And I think the rank has a lot to do with it, too. Dave Brewer [Navy 

Vice Admira] David TIT, Commander, Mihtary Sealift Command (MSC), 
August 2001 to March 2006] at MSC is a three-siar I look at John Baker 
really as the commander of AMC, because he's at the same level I am. 
And Ann Dunwoody [Army Major General Ann E. t Commander, Surface 
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Deployment and Distribution Command^ (SDDCh October 2002 to 
August 2004]; and now Charlie Fletcher [Amiy Major General Charlcs 
W., Jr., Commander, SDDC, August 2004 to August 2006] who is just 
getting there and getting his feet on the ground; they deal directly with me, 
They can pick up the phone and talk direetly to the boss, but they'll 
bounce things off me. For the most part we've been able to keep the boss 
from having to make or get involved in some of the less critical issues of 
the day, if you w ill. For the most pan he's been able to sit back and let us 
take care of the daily operations, although there were times when he had to 
get right down in the weeds with the daily opcrations. He is a visionary 
and has exerciscd that vision to move us. Where do \ve want to be two 
years, five years from now? He's been able to devote a loi of time and 
energy to that process ralher than worrying about the daily execution of 
the TRANSCOM mission. 

Dr. Smith: Do you interact fairly rcgularly with the component commanders? 

Gcn Hughej Ycs. Besides e-mails and phone calls, we probably get together once a 

month. They are at about half the meetings I go to in Washington, and 
they come here at least on a monthly basis. I would say tbere is adequate 
interaction. And again, everyone s very comfortable ptcking up that 
phone. 1 have to tcU you, thc componcnt commanders know what thc boss 
wants. They understand his intcnt. And ;hcy"rc all extremely capable 
individuals and marvelous leaders. There aren*t a lot of questions. When 
Dave Brewer makes a decision about Military Sealift Command, very 
seldom is there a *Vhy. fl We gcnerally don T t ask becausc we know r Dave 
Brewer wouldn't be activating a ship without fìrst asking all the right 
questions. The same can be said of AMC and SDDC. We are a very tight 
organization. We have to be. The mission is so critical that if you don't 

s The Army redesignatcd the Military Trafftc Manacement CommarKÌ (MTMC) the (Military) Surface Deployrnent 
and Distribution Command on I January 2004 as a result of the USTRANSCOM commanders designation as the 
diiiribution process owner and the command's incrcascd cmphasis on deployment and end-to-end distribution of 
surlace cargo from depots to combatant commandcrij, 



have your stuff together, someone from outside the command is going to 
beat you up. We haven't becn beat up in a ìong time. [Laughter] It ? s a 
pretty tight shìp, but people arc not afraid to acL We're not sitting around 
waiting for the boss, for "Mother, may I?" That's the difference in this 
command from many others. 

Value of the Chief of Staff Position 

Di\ Smith: Previous deputy commandcrs here at TRANSCOM were dual-hatted as 

the chief of staff, During General Brown's tcnure, we received a Reserve 
general officer billet to perform the chief of staff function. How has that 
worked out? 

Gen Hugbey: First of all, we don't have a chief of staff; we havc Butch Pair [Army 

Major General Carlos D. "Butch " Chief of Staff, USTRÀNSCOM, June 
2000 to November 2005]. He has been the sole chief of staff since we 
startcd the position. He's an Army transporter and has commanded at 
every level within transportation in the Army. He knows everyone out 
there, aetive, Reserve, and National Guard. He was a very successful 
businessman and brings tremendous business acumen from the 
commercial sector, He has tremendous leadership sMlls. He has a great 
partner Ìn his wife, Jeannie. The two of them have been a godscnd to 
TRANSCOM. We've been so fonunate to have both of them here. 

I can't say enough good things about Butch Pair. Because of that position 
and Butch's qualifications, I have had the latitude to go where the fire is 
on a day-to-day basis. He runs the staff. But 1 would say that where 
Butch has produced tbe greatest vaiue added ìs in the DPO arena, helping 
along with the [TC]J5 [Director of Strategy, Policy, Plans, and 
Programs T USTRANSCOM]. Butcb has a great organizationaJ mind m 
terms of what type of organization you need to put togctber to solve a 
particular problem or to do a study or move this thing abead. He fathered 
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the reorganization of TRANSCOM 6 He basically developed the 
TRANSCOM organization, the Staff, as it is right now, That's kept me 
from having to focus on those particular areas. The [TC]J3 [Director of 
Operations, USTRANSCOM] has taken the operational side. Between the 
two of them and the 15, 1'm able to keep an eye on cvcrything thaf s going 
on, plus do some of the visionary atuff with General Handy. This job 
would have been horrendous had Butch Pair not been here. 

Operation Iraqi Freedom 

Planningfor ihe Deployment 

Dr. Smith: When you first arri ved at TRANSCOM in August 2002, the planning for 

Iraqi Freedom was well underway. What were your first impressions of 
the command and what was going on at that time? 

Gen Hughey: Things were really not in sync, and for a very good reason. The entire 

Department of Defense had been operating under ihe belìef that if we had 
a major deploymcnt it would follovv thc TPFDD [timc-phased force and 
deployment dataj process. ' The Secretary of Defense [(SECDEF) Donald 
H. Rumsfeld, January 2001 to present] had other ideas, He decided he 
was going lo take a hands-on approach, and that, in my opinion, wa.s a 
very wisc decision. It kept us from sending too much over there, from 
building too many "steel mountains." He really mctered the force. He 
asked questions. As a result, we didn't say, "Okay, here's 
[USJCENTCOM's [United States Central Command's] plan for a war in 
Iraq. Heres thc TPFDD that goes wiih it. Xow flow this TPFDD." 



Scc pagcs for more mformation on the 2003 reorganizalion. 

' The TPFCD is thc information residing in the Joint Operation Planning and Execution System that constituteìi the 
ducabase portion of an operation plan. It ineludes information on Lhe personncl and cargo of in-placc unks and units 
to be deployed, along with their priority, desired sequence, and routing; esLimates of non-unii-relaied cargo and 
pcrsonnel movements to be conductcd simultaneously with the deployment of forces; and estimates of the 
transportation re^uirements. 
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Under the SECDEF it was, "No, tell me whut you need, unit by unit, and 
as thc SECDEF, I will approve that if I agree that it's necessary." So 
rather than bcing able to communicate to the entire Department [of 
Defense] on j cenuin daic thui :hcsc iire 1 1 c uni:s :hat are goi ng to go or 
needed to get ready--a lot of the units were in thc Guard and Rcscrvc, and 
they lake more time to prepare because they have to be certified for 
combat before they deploy— he said, li No, we're going to take these one at 
a t.ime." Wc started with the active forces, Unfortunately, the active 
forces can't move without the Reserves and Guard being in place first 
because of the way we T ve structured our Guard and Reserve in some of 
the Services. 

The bottom line is all of the COCOMs were looking to flow a TPFDD, 
and that's not the way it worked ìn OEF. As a result, there wa$ a lot of 
confusion, and confusion bred some contempt There was some frictìon, a 
lot of friction, between TRANSCOM, CENTCOM, Joint Forces 
Command, and the Joint Staff. The Joint Staff would say, 4 The Secretary 
of Defense signed the DEPORD, the deployment order, Why can't you 
move them?" And we 1 d say, "Well, they're not ready to move," or 
XENTCOM wants them all at the same time." One of my favorite 
sayings was 'TRANSCOM can move some of the force all of the time, but 
we can't move all of the force some of the timc " Meaning that you have 
to spread out the movemcnL We only have so many assets. We weren't 
going to go into a CRAF [Civil Reserve Air Fleet] environment where \ve 
can take control of ci vilian airiiners. We weren T t going to do that, because 
it would destroy the airlines. And if we dcstroyed the aìrlines, what would 
we use the next timc? They wouldn't be therc for us. 



Instituted in 1952. ihc CRAF program allowcd the Department of Defensc to augment mìlitary airlift capability 
during contingencies with aircraft from ihc a:.n:n-idal airlines. Although TRANSCOM relied primarily on 
volunteer aircraft and crews t'or the OIF deployment, General Ihindy did activate the first stage of the long-rangc 
pjwcn^cr aircraft ^egtncnt of CRAF from 8 February to 18 June 2001 
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There was this lack of synchronizatiom a lot of confusion, and a lot of 
finger pointing. Here I was in an environment that I knew very little 
about, irying to sort this out in my own mind first, and then as the new guy 
oti the block, how would T convince some of these oJd hands at 
CENTCOM, Joint Forces Command, and on the Joim Staff? It was 
difficult for me, personaJly, to communicate the problem. That was my 
first impression. We we-re up against the wall. Definitely up against the 
w a]l. 



Dr. Smith: 



Gen Hughey: 



What did you focus on initially? Was it commumcation? Straightcning 



Dr, Smith: 



Gen Hughey: 
Dr. Smith: 
Gen Hughey: 



out some of these misunderstandings? 



My initial focus was, "Okay 7 what's the problcm today, and who do I need 
r.o i. l- I k iti? How do we get Lhe Army and :he Mu: ine Coi-;s out of town 
and get them over there?" That was the initial focus. It was a day-by-day 
thing, Not the thing that a deputy commander probably should be doing, 
but as it tumed out s we aU ended up doing exactly that. We were all 
focused on that. There wercn't many long-term looks except for maybe 
**next month." That was about as long-term as we got, because every day 
there were issues wiih the initial deployment. 

Right after you got here, in late September early-October, there was a 
TPFDD conference for Operation Lraqi Freedom. We still thought we 
were going to do the deployment by TPFDD. 

There were a total of six, nonc of which were successful. 

Did you play a role in this planning? 

Not really. Qcher than when the J3s 9 would come to loggerheads and 
couldn't get past somcthing, then it would get bumped up to me. I'd make 
a call to the CENTCOM deputy or the Joint Staff or [USJEUCOM [United 



The dìrecLors of operations of Itie joint commands« 
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States European Corrimand], m some cascs. when their forccs were 
involved. 

Dr. Smith: Can you rccall an issue where you might have had to do that? I know if s 

beeti a couple of years, 

Gen Hughey: There is no one incident in particular that jumps out. It was just a 

confusing time for everyone. It was primarily because we were dcploying 
forces by the request for forces [RFF] process rather than thc TPFDD. 10 
The phone ealls were really down in the wccds. CENTCOM would ask 
for forces. Joint Forces Command was told to provide those forces. 
CENTCOM provided a date they wanted the forces. Joint Forces 
ComtTmnd would say the forces can't be ready by that date. And yet 
C F.NTCOM would want us to plan to flow that force on that date vvhen we 
knew darn well that the troops weren't going to be there to get on the 
plane or to put equipment on the ship, It was just a total lack of 
synchronization or understanding as to what had to occur before units 
picked up and left. 

Fìrstha n d Observations of th e Deploym ent 

Dr. Smilh: I looked at your travel schcdule for the past two years, and I noticed on 25 

February 2003 you went dow r n to Corpus Christi-Beaumont, Texas, This 
was during the height of the deployment. What was the purpose of that 
trip? 

GenHughey: I wanted to visit the SDDC units at the ports of Corpus Christi and 

Beaumont. as vvcll as the MSC merchant mariners who were in porl at the 
time. And the reason was t quite simply, they had done a phenomenal job. 
Thcse were principally Reserve and National Guard units that camc 



CENTCOM wuutd idcniir'y the forces. n needed and their required delivery date by issuing a request for forces to 
the Joint Staff. Joim Forces Command was responsible for sourcing the request from the Services. The Secreiary of 
Deferse made the fmal devj^on on what forccs deploycd when by issuing a deployment order. 
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together, some of them arriving in the middle of the night, It was the 
mìddle of thc vunter. Granted, things aren T t too cold down in that part of 
Texas, but thc bottom litie was they had done a phenomenal job in getting 
the 4th Infantry Division and later the Ist Cavalry Division oiit of Fort 
Hood [Texas] from the fort to the port, loaded on the ships, and on their 
way to Southwest Asia. They were executìng their mission before they 
had even completed the administrative activation portion of their orders. 

I was down there to pat them on the back, to see what they had done, and 
to dctermine what support they might need from us at that particular time, 
because we were going to do it again. We knew thìs was going to be a 
Èong-term repetitive proccss. It was a great vìsit. We have some 
phenomenal leaders, phenomenal troops-men and womcm civilians— 
doing incredible work with a very sraall foree and able to load those ships 
and get them out of port. We didn't miss any sailing schedules, 
everything was on time. For the most part, thcy were ahead of schedule. 
Just tremendous. 

Dr, Smith: Did ihey express any concerns or identify auy areas where they thought 

they might need more support? 

Gen Hughey: No, II was kind of an attitude of "Ering ìt on. Where's the next one? 

Where do you need us? We're ready to go," It was all positive. I can't 
recall anything that they needed from us or anything that we needsd io do 
differently. As it turned out 7 mostly I was abie to pat some great soldiers 
and sailors on the back. 

You also went to Kuwait 12-15 March [2003], which meant that you were 
there just days before thc war staried. What was the purpose of that visit? 

The purpose of that trip was to take a look at what wc had established for 
strategic intertheater distribution from CONUS [continental Uniied States] 
to Kuwait. How were we organized? Werc we going to be able to sustain 



Dr. Smith: 



Gen Hughey: 



17 



the force? Were we going to bc able to get the supplies and equipmcnt in 
there on a timcly basis? So each time I did this, I would start out at a port 
or airfield here in the United States. I flew on our transports, on the C-5A, 
on both my trips. On this particular trip, 1 flew r into Kuwait and then 
visited the ports, the airfields, and Camp Àrifjan 11 to see where we were 
staging this stuff. Of course, now it's the theater depot both coming and 
going, supplies going in and retrograde coming out. But at that time it w r as 
very rudimentary, This was where we were going to receive things, That 
was the pnnai-) purpose: to familiarize myself vvith our strategic lift 
capabilities. 

Dr. Smith: What did you find? 

Gen Hughey: What I expected for that particular time and place. People wcre pretty 

well organi/L'd. It was the first tìme I became aware that wc wcre 
shipping a lot of stuff by air that didn'c need to go by air, but that's 
becausc we have dysfunctional, ìn my opinion, prioritization and air 
clearance organizations that are run by the separate Services. There needs 
to be a joint air clearance authority that's sponsored by the combatant 
command t:iat"s rccchiiig th.i' cargo 10 dcicrr:iinc hovs :hi:ips ivjgh.c to bc 
shipped. Therc was just a lot of stuff that went by air. Fortunately wc got 
it all there, but probably at a greater expense than this nation could have 
gotten it there for, considering what some of the stuff w r as. It didn't 
appear to be for immediate use, it was more for stock. A lot of it could 
have gone by surface. 

Dr, Smith: So you met with oar deployed personnel and looked at port operations. 

Did you also talk with CENTCOM J4 [Director, Lo^istics, Army Major 
General Dennis K. Jackson, June 2000-July 2003]? 



11 Located omside Kuwak City, Camp Arifjan is a major logistical hub for OIF. 
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Gen Hughey: 



Dr. Smith: 



Gen Hughcy: 



Dr. Smith: 



Gen Hughey: 



Yes, I went up to Camp Arìfjan and sat down with tbe J4 and various 
other members of the logistics staff. Thìs was Jong before the CDDOC 12 
[CENTCOM Deployment Distribution Operations Center] so it was 
basically, "What do you need, w r hat do you see T and what can we do 
better?" At that point in time there was still a lot of confusion. 

You went back again in the summer, at the end of July-beginnmg of 
August. Same route. 

I took the same routc. On my first trip I came back through Charleston 
[South CaroJina] and took a iook at the aiifieid and seaport. 1 visited both 
seaports and airfields on both ends. This trip was basically to Jook at the 
internal distribution to see what the problems were. What I found 
contributed to or reinforced our thinking that we realiy needed some 
experts ìn the theater to handie this. There was a lack of synchronization 
between strategic distribution and operational distribution. We needed to 
fiA that, That was the purpose of that visit. 

Later on you got very involved in container management. Was this an 
issue at all as early as the summer of 2003 when you were over there? 

Not at that point, We were starting to ask the questions: M \Vhy are ail 
these containers stacked up two high in a perimeter type of environment? 
What's in them? Are you using stuff out of them?" It really wasn't too 
much of an issue at that point. It was starting to become an issue for the 
Army, because they were paying demurrage 1 5 on them, but at thai point 
we really hadn't sunk our teeth into soJving that problem . 



L2 See pages 32-33 for information on the CDDOC. 

^ Demurrage is chanies paid i'or not unloadin<; and returning leased containers to their commercial owners within 
thc time specified m the lease. During Operations Enduring Freedom and Iraqì Freedom, US forces retained 
thousands of leased containers to use for storagc housing, and tìeld fortifications* costing the Army millions of 
dollars per month in dcmurrajìe. 
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Dr, Smith: Were there any action items you brought back with regard to our 

operations or customer feedback? 

Gen Hughey: On the first visit, I went over there primarily to see how the force flow was 

going in terms of getting people over there. It was right on the eve of the 
war. We had already decided we were going to kick it off, yet wc didn't 
have all the force there, General Handy said, "You need to go over there. 
Take a look at the system." Basically hc wanted me to be familiar with 
how things were supposed Lo be working, what the facilities Iooked lake, 
and that sort of thing, That was a good eye opener in terms of how fast we 
could conccivably push forces in there with the systems that they had. So 
T was really looking at movement of people. That was the first visit. 

And what did I bring back? Not a whole lot, except an appreciation for 
tbe problems they were dealing with on the ground oncc the forces got 
there. They had a facility set up to reccive forces, but ìt was pretty 
rudimcntary, We couldn 1 ! just slam forces over there. We can easily 
overwhelm them with people just Hke we can casily overwhelm a 
combatant command with sustainment supphes if we don't flovv them 
right. Also, the components within CENTCQM didn't always have an 
aceurate picture of what was going on because they were gcographically 
separated. We'd get calls from Service components complaining about 
the flow of forces when, in fact, we were, in one case T ahead of their 
schedule. They just didn't have an accurate picture of what they had in 
country. It svas belpful to me lo m;ike tha trip ìn that respect. 

On the second trip I was looking primarily at sustainmenL How were we 
movìng stuff, and how much stuff was over there? How much stuff was 
moving by air that should have been moved by surface? We uncovered a 
lot of tbat, That was an eye opcner. There were some people who were 
doing things exactly right r and there were others who really weren't aware 
of what they werc doing. 
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Dr. Smith: On thc issue of things that were moving by air that shouldmt be T was that a 

systemic thing because certain DOD.A.ACs 14 [Department of Defense 
activity address codes] automatically called for airlift? 

Gen Hushey: When I was down at the airport of debarkation, actually looking at the 

documents that were attached to the material that had come in by air, it 
was very clear to me that this was stuff that unit suppiy officers ordered 
before they ever left their post in the United States. The intent was, "I 
necd this for the deployment. I need this now, I've been designated a 
deploying unit, therefore I rate the highest priority." And so they ordered 
it Litidcr the highcst prionty. Thafs what lieutenants and captains do at 
that level. The boss wants it. and Ym going to get it." They anticipatc 
that the item is going to come from ihe local supply source, but when the 
local supply source doesn't have it. they pass it up to DLA with the samc 
priority. It doesn't change. So that unit dcploys, and now they're in 
Kuw r ait, Some of what thcy ordcrcd might have becn packing material, for 
crying out loud! They don't need that air-shipped at that point. Thaf s 
way beyond what they're concerned about today. Today they are 
concerned about beans, bullets, and band aids, not packing material. 

Packing material is just an example, and it's been overused, But the 
botiom line is, w hen they ordered it, they thought they were going to get it 
in a day or two, and that's the reason they pui a high pnonty on it. They 
didn't plan on it ever being air-shippcd to Kuwait. They got to Kuwait. 
They've gotten by without it, and perhaps they don't really even need it 
anymore. Bur. because ot' the pnority and the very poor air challenge 
authority system that \kc have among the Services, we air-shipped it. Thai 
had somethins to do with us icalh :r:.v, i:in out hurd on this distribution 
process owner business, How do you deconflict this air and surface 
transportation? 

" J DODAACs are six-position codes that identify the mailing. shippmg. and billing addresses of governmem 
a^cncies and military units* 
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Overcoming Deployment Ckallenges 



Dr. Smith: We've alrcady talked about thc RFF/DEPORD process versus the 

TPFDD/EXORD [execution order] proccss impacting our abiliLy to 
forecast lìft requirements. We couldn't determine priorities ìn sequencing 
because that kind of infonnation wasrTt in the DEPORD, and somc units 
vvere spread across multiplc DEPORDs. You even remarked in the Joint 
Mobility Operations Center 15 mccting one day, "That when TRANSCOM 
is coordinating on DEPORDs and the RFF just says 'XXX 1 passengers, 
we ought to just reply l We can move XXX passengers in XXX days,"' 
meaning that we're being askcd to coordinate without specific information 
with which to make a decisiom 

Gen Hughey: Therc was a dysfunctional relatiotiship between TRANSCOM and 

CENTCOM when Ìt came to that deployment, It all came out of a real 
lack of understanding on the part of the combatarit commander about how 
the system works, and the confusion that was caused by the difference 
betwcen DEPORDs, requcsts for forces, and the old TPFDD methodology. 
It was a wise decision on the part of the Secretary not to use the TPFDD 
methodology. He wanted to meter the forees, and we did that. We cnded 
up e*ecuting the war with two divisions instead of wbatever it was that 
CENTCOM thought thcy needed initiaily. Thcre was just a lot of 
confusion and a lot frustration on the part of CENTCOM, from my 
perspective watchtng and pailicipating in the VTCs, CENTCOM was 
trying to figbt the war and didnt know what to do about the force flow. 

Dr. Smith: How did TRANSCOM overcome that kind of confusion? You mentioned 

VTCs, 



■ The Johil Mobility Operations Center was the rmme fbr TRANSCOM's operacions center. The rame changed in 
Latc 2003 to the Dcployment Distribuuon OperLtuons Ccnter to reflect the chiìnge irt the comntand's mii&Èon brought 
about by the distribution process. owncr responsibilily, 
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Gen Hughey: Because of an inability to resolve things at the two-star level, we started 

having four-scar meetings, VTCs, three times a week. And this was just to 
get the initia) deployment resolved! Wc had a number of TPFDD 
conferenccs, and they alJ resulted in no plan. They were failures. It took 
the Chairman of the Joint Chiefs of Staff, General Myers [Air Foree 
General Richard B. t October 2001 to September 2005], sitting in on the 
VTCs and tryi ng to understand this problenru listening to TRANSCOM, 
Joint Forces Command, and CENTCOM all explaìnirig their issues. Then 
he would task pcople: ;< Okay, we're going to have VTCs to work this 
thing out every Monday, Wedncsday, and Friday, This is Monday; by 
Wednesday Joint Forces Command, I want you to come back in with thìs 
ìnformation. CENTCOM, I want you to come back having accomplished 
these things. And TRANSCOM, I want you to do this," That went on 
between Generai Myers and General Pace [Marinc Corps General Peter> 
Vice Chairman, Joint Chiefs of Staff, October 2001 to August 2005] for 
probably six weeks. Then it boiled back down to the three-star Jevel. 
These tri-weekly VTCs between the players continued for probably a totai 
of four months to iron out damn near every unit movc. 

It was a difficuk situation, and it took leadership from the Joint Staff to get 
this thing resolved. Norty Schwartz ]tì [Air Force Lieutenant General 
Konon A., Director for Operations, Joìnt Staff, October 2002 to October 
2004] sat in there after it got toned down to the three-star level. I thought 
he did an admirablc job of remaining dogged in terms of getting what he 
had to have and getting what he had to have done without seemingly 
becoming frustrated. [Laughter] He tried to kcep things down to a low 
boil. We finaJly got our way through that, 

1 have to tell you, General Myers took most of his counsel from us. We 1 d 
tcll him this is what we had to do, and then he would take that counsel 



GencrEi] Schwarm pinned on his fùurth star 29 August 2005 and took command of U5TRANSCOM on 
7 Septcmbcr 2005 ai thc first USTRANSCOM commander not dual-htftted witìi AMC. 
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and we'd have a VTC, He would assign tasks, and they wouJd get 
accomplished. We managed to get through the dam thing. The lessons 
we leamed frora that we thcn incorporated into subsequent rotations. But 
we haven't had anything like that si nce. 

Di\ Smith: Whose idea was it to have the VTCs? Was it the Chairman's, or did 

TRANSCOM suggest it? 

Gen Hughey: 1 don't recall jusl who said, "Okay T it's time for the four-stars to sii down 

to get this thing resolved " but when it did happera the first meeting 
coincided with General Myers 1 visit to TRANSCOM, At the very first 
meeting, there was General Myers sitting next to General Handy at 
TRANSCOM. I'm sure that folks at JFCOM and CENTCOM were 
somewhat taken aback by these two Air Force four-stars sitting at the head 
of the table oonducting this meeting. If they did, they got over it real fast, 
and we got down to business, rolled up our sleeves T and things started 
happening. 

Dr, Smith: Gcncral Myers came out on 7 February 2003, That was his first visit to 

Scott Air Force Base [AFB] since 1.1 September [2001]. and part of that, I 
think, was to thank folks and visit AMC. 

Gen Hughey: Yes. He really came out to visit TRANSCOM and give us a boost. 1 

wasn't here during aEl that period of time, but since 11 September [2001] 1 
think our J3 [Air Force Major GeneraJ William Welser III Director of 
Operatious, February 2001 to Àugust 2003] was workìng sixteen hours a 
day to make this stuff happen. The people, at the beginning of the war, 
were really tircd because of all they had done in Afghanistan for OEF and 
then, of course, OU\ It was a morale vìsit, but as it tumed out, after the 
trip had long since been planned, the VTC was a last minute thing, "Gkay 
we have to do this." It just happened that the Chairman was here, and wc 
said, "Just sit here and attend the VTC at TRANSCOM." That's what he 
did, Again, it was interesting for me to watch them operate at the four-star 
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level—the leadership, the fratemity, the collegial atmosphere that they 
brought to the table, It was really simple stuff. Understanding the 
problem and then assigning ihe taskers really ìsn't rocket science, it just 
took that level of leadership bccause of the magnilude of the probiems. 

Dr. Smith: Some of the other challenges that cropped up during the deployment 

included access, basing, and overflight, Did you get involved in trying to 
work any of those issues? 

Gen Hughey: Not really, The J3 did most of that, You know, all that is done over at 

AMC. They have a whole section over there of about twelve people who 
do nothing but get country clearances and overflight rìghts. It's a full time 
job for them. They're totaily professional, They've becn doing it for 
years. They know how to do it> so no, TRANSCOM doesn't get involvcd, 
If the clearance is detrìed, they find another route, and that's the way it 
works. 

Dr. Smith: How good was ITV [in-transit visibilityj and TAV [total asset visibility] 17 

Ìn your estimation? 

Gen Hughey: It T s getting better cach time, We didnì bave any when we fìrst started, A 

war gives you a great sense of urgency, and that's what we've been 
involved in. There ìs money available to buy the technoiogy; That's been 
a big boost. We still have to help people with it T becausc they don't plan 
to do it; they don't have the assets to do it. The Air Force has always had 
the Icad in this, A lot of times we have had to send in an Air Force uniu a 
TALCE [tanker airlift control element]-type of unit that has the capabìlity 
to sit on an airfield they don't own and provide that capability, 18 The 



In-transit visibility is the abìlìty to traek people and cargo from origin to destination. Total asset visibility is the 
capability to provide customers with timely and accurate informarion on the location, movement, status, and ideiusty 
of uniti, persomiel, equipment, materiel, and supplies at all times, not just during transit 

1B The tanker airlift control elemenr is a mobile command and control organization that provides on-site 
managemetu of airfield operations. including COimmmications, aerial port services, maintenance. security, 
transportation, weatfaer, incelligencc, and other support functions. as necessary. 
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Army and the Marine Corps have been very quick to get up to speed on it, 
and then if someone is able to provide them with the assets, they know 
how to use them. 

Comparing Operations Desert Shield/Desert Storm 
Wtih Operatìon Iraqì Freedom 

Dr. Smith: Durmir Djslti ShcLL. .)c<cr. %:o: m ni.'''' ujl iieatied li [ì'llitcjlc] division M the 

Marine Corps logistics base in Albany, Georgia. How would you compare 
and contrast your logistics experience in tbe first conflict with what you 
saw in OIF? 

Gen Hughey: It's an intcresting difference in perspective. We fought the first Gulf War 

with a Cold War attitude regarding logistics, Just get it off the shelf, get ìt 
boxed up, and get it over there. It was the first time ever that we had 
actually pulled and shipped PWRs, provisional war reserves. It was a 
twenty-four hour, seven-day-a-week operation, It went on for six months. 
We built some awesome steel mountains in Kuwait. And I w r as proud of 
that! We pulled twenty different PWR packages for the Marine Corps and 
shipped them and got tbem thcre on time. 

We simply overw r helmed their ability to receive it. They had all this stuff 
over there, but they didn't know what it was, It was just containers, They 
didn't havc a system for finding stuff. The whole plan f as it was intended, 
was they would receive this stuff an item at a time, do some sort of 
magical field warehousing, and then be able to go get Ìt when they needed 
it. It becamc excremely apparent to me right away that that wasn't 
happening, because people were calling me from Kuwait saying, **I need 
tbis, that, or the other," and I knew dam well I had shipped them fifteen of 
those things. It was simply a matter of "So what? In that container field 
out there T it's as much usc to me as it is in Albany, Georgia" That's when 

li> Operalion Dcsert Shield, defense of Saudi Arabia. 7 August 1990 to 16 January 1991; Operation Desert Storm, 
liberationof Kuwait, 17 January to 11 April 1991. 
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Dr. Smith: 
Gen Hughev 



it became very apparent to me that this whole Cold War provisional war 
reserves system was out to lunch, Ìt was of no use to us. Something had to 
change, 

For thc Marine Corps' part, it did change. We didn T t do that this time, 
We didn't release PW T Rs. Everything vvas shipped because someone had 
filtered it and determined what was realiy needed and what was askcd for. 
Thcre were fewer steel mountains. My Desert Shield/Descrt Storm 
experience gave me a lot of the background to look at logistics this time 
around, The difference this time around was, we didn T t want to create 
steel ixtountstns. We didn T t want a Iarge footprint of sustainment in 
theatcr. We wanted to flow it. It was never our intent to adopt just-in- 
time logistics, but rather not to put more than thirty days of suppJies on the 
ground at a time. Keep things in thc pipclinc. Thc pipeline is part of the 
sustainment, and if you can see what T s in that pipeline, then you are miles 
and miles ahead. Thirty days on the ground and see what's in the pipeline, 
When that was followed, and when we were able to attain that, it wus 
more than adequate. 

And thaf s where the ITV comes in? 

That's where thc ÌTV and TÀV come in. 



Lessans Learned 



Dr. Smith: 



Gen Hughey: 



How did our customers, in particular CENTCOM, the Army, and the 
Marines-smce the Army and Lhe Marines l-.ad ihe hulk of the stuff thal 
was moved-perceive TRANSCOMs pcrformance during OIF? 

Except during the few occasions when they lost the bubble, and by that I 
mean they didn't realize what had already arrived, it was extremely 
smooth and appreciated by both thc Army and the Marine Corps. I 
haven t found anyone who has any real complaint about it As a matter of 
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fact, they all shake their heads in wondennent and say, "How did you guys 
do that? You must bc cxtrcmely busy up there, It must be a crazy place." 
I tell them, "No, ActuaJly it's not crazy. People are busy. Peopìe are 
tired. But there's a system, and it's working, and as long as we conhnue 
talking, it will continue to work " I know that TRANSCOM's stock 
within tbe Services, within the Washington DC area, ìnside the Beltway, 
and with the combatant commands most ìmportantly, is very high. They 
look to us lo solve problems. And solve problems rìght now! Not a year 
from now. not sìx months from now. "Here's a problem, John Handy, can 
you help me?" And they are confident tbat they're going to get a positive 
response, and it's going to happen quickly. We just hope we can continue 
to deiiver like that. [Laughter] 

Dr. Smitb: Was part of your role during OIF then to help educate customers about the 

process, so that they'd know where the problems lay, and what nceded to 
be fìxed? 

Gen Hughey: No. My role was more to keep people talking. Tberc were a few 

occasions when I got calls from Buck Bedard at Headquarters Marine 
Corps, or Cody [Army General Ricbard A., Deputy Chìef of Staff, 
OperatLOns, Headquarters United States Army, August 2002 to Junc 2004] 
at US Army headquartcrs, looking into things. In most cases, 1 was 
running bad rumors to ground, Clearing things up. Educating the 
customer and fking problems were mostly done at the J3 level. 

Dr. Smith: What do you think were the kcy lessons leamed for TRANSCOM as a 

resultof OIF? 

Gen Hughey: Basically the combatant commander is looking for someone to take charge 

of sustainment and distribution. It was easy to do that. [Laughter] We 
didn't have a big fight with CENTCOM over sending them a DDOC 
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[Dcployment Distribution Opeiations Center], for instance, They realize 
that they have to keep their focus at the operationai and tactical levels of 
war, and they are really willing to depend on someone else to makc sure 
that what's happening at the strategic level and what they're doing at the 
operational and tactical levels of war are synehronized, and that the seams 
between those various levels are smooth. Thc combatant commanders 
look to us for solutions to the movement of forccs and sustainment, 
strategicaliy and operationally, We're helping them synchronize that seam 
between operational and tactical. When there are big issues, whcn you 
have a confìict like this within the logistics arena, thcre aren T t so many turf 
battlcs. Combatant commanders don't seem to get offended by us offering 
to help them with their responsibilities. 

Dr. Smith: How would you compare and contrast the subscquent rotations of forces in 

Iraq that started tn late 2003 with the original deployment? 

Gen Hughey: The later rotations were a lot smoother. During the original deployment, 

we had ironed out a lot of the issues in terms of how we coordinate the 
movement that starts with a request for forces, Who does what to whom? 
The Army leamed a lot of lessons with regard to how Jong it takes to 
mobilize a reserve unit. The subsequent rotations were smooth. They 
could have been more difficult, because there was two-way traffic by then, 
but that actually helped. We were able to be more efficient with making 
sure planes were loaded both ways. General Handy was very adamant 
about it. It was almost as though he was counting empty seats. That was 
something that we focused on, so it's been a lot smoother. 

I would hope that we gathered enough data and cnough documentation 
that if we ever have anothcr deployment--and we will-a pure dcployment, 
that it will go much smoother. Tbere have been a lot of lessons learncd. If 
you're going to get into a major confiict, you're going to need the Guard 

See pagts 32-33 for morc ìnformation on thc CDDOC. 
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and Reserves. Combatant commanders now have more realistic 
expectations as to how quickly forces will be available. And deployments 
arenU transportation-depe n den i. It has a lot more to do with mobihzation 
than ìt does with transportation, As we've always said, and General 
Handy has been very adamant about it T we can get an airplanc to an airport 
faster than you can get the troops there* Ànd that is always going to be the 
case. 



Dr. Smith: 



Gen Hughey: 



One of the thìngs the Services did was to start the mobiiization process 
with the RFF and not wait for the DEPORD. Initially they were waiting 
for the DEPORD before they would officially start the mobilization, 
which put things way behind the curve. 

Right. Thcre is a lot of bureaucratic stuff that has to bappen with an RFF 
before it becomcs a DEPORD T but that's not to say that the unit that is 
designated in the RFF canì be getting ready. And they werenì before; 
they were waiting on the DEPORD. 



Logistics Transformation 

Dìstribution Process Owner 



Dr. Smith: 



Gen Hugbey: 



Distribution transformation is one aspect of tbe Ìarger issue of logistics 
transformation. In a 16 September 2003 memo, Secretary of Dcfense 
Ru:r.si'dd desigvatcd l.'STRANSCOU a> t:ic c:s:ribution pracess ovvner. 21 
From your perspective, what has been the Ìmpact of this new authority on 
TRANSCOM over the last year? 

It has kgitimized our change in focus. Clearly ihis had taken place long 
before we ever received the memo. The memo lcgitimized our focus in 
the cyes of the other staffs, primaiily within CONUS, because we never 



DPO responsibilities ineEuded improving Lhe 'overall effìciency and interoperability gf dismbution related 
itctivities - depioymenu sustainment and redepfoymenf support during peace and war/' and serving as s< the single 
cntity to direcr and supervjse exccution ofthe Stratc^ic DistiibuLÌon sySLcm " 
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had a problem with giving support to thc combatant commanders, We 
could have given them a DDOC a year before we were designated the 
DPO. and they would have accepted it. But that memo legitimizcd our 
role with regard to the Joint StafL Offìcc of the Secretary of Defen.se 
[OSD], Joint Forces Command, the supply agencies within the Services, 
and DLA. It made it casicr for us to bring pcopJe together and to lead an 
effort. And thafs really all it takes. Being designated the DPO gives us a 
legitimate leadership role in solving problems, smoothing things oul 
making distribution more efficicnt and morc cffective. That's what it did 
:or u.s. 

Dr. Smith: Has there been any oppostlion to TRAXSCOM having that role? 

Gen Hughey: No, Not at alL We didn't take the role from someone else, It was 

crcalcd. Wc wcre already working on u. There was friction al onc ::mc 
betw r een DLA and TRANSCOM with regard to who was going to be the 
boss of whom." As it turned out, because of the personalities involved, 
we have a wonderful working relationship with Defense Logistics Agency 
to the benefit of the warfighter! And that's what it all boils down to, 
That 1 s what's rcally ìmportant. 



See pages 36-38 for infarmaiion on the TRANSCOM/DLA partnership. 
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United States Central Command Depìoyment 
Dhtribution Operations Center 

Dr. Smith: You started to touch on this aiready, but what is your assessment of the 

contri bution of the CENTCOM Deployrnent Distribution Operatìons 
Center 2: ' ìn improving theater logistics, sustainment, and distrìbution? 

Gen Hughey: IV s twofold. We now have people in tbe theater who really understand the 

organization that they are supposed to be providing support to. To a great 
degree when there is a problcm, we havc someone in the CDDOC who can 
say> "I know how to fix that' 1 before thcy are ever askcd. Being thcrc and 
having situational awareness as to what the combatant command is dealing 
with is number one. That gìves the CDDOC the ability to act rather than 
react. They have their finger on the pulse. They're listening to tactical 
nets. They're antldpating logistics issues. They know whether or not 
their organi/ation can contrìbute to the resolution of that issue. There are 
representatives from many different agencies in the CDDOC: 
TRANSCOM, DLA, Air Force Materiel Command [AFMC], Army 
Materiel Command [AMC]. They are there together and have knowledge 
of the eniire logistics infrastructurc in the continental Untted States, The 
combatant commands never had that before, Thats a big hclp. 

Number two, the CDDOC has what we call "reaehback," The folks in the 
CDDOC ar'c very comtortable with pìcking up thc phone and calling their 
buddies at DLA, TRANSCOM Air Force Materiel Command, Army 
Materiel Command, Marine Corps Logistics Command and indicating, 
ll Here T s the problem and hcre's what we need, can you help'?" So you 
have people with this reachback capability. 



The CDDOC was onc of tbe ftrst DPO inirìatives and w&s designed to provide USCENTCOM with a 
TRANSCQM-]ike entity to work qn joint transportatiori and distribuLion issues in the theater of operations at thc 
combatant commander level. The iìv&t personnel from TRANSCOM. ihe components, the Services, DLA, and other 
agencies seiectcd to operate the CDDOC dcploycd to Kuwaiton 16 January 2004, 
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Then you have ihe expertise, once yoa get thc flow started, to synchronize 
;he scams— what used to be seams— between the strategic flow and the 
operational flow. Now it rcally is all the way from fort to foxhoie, from 
CONUS all ihe way to the battalion leveL We have visibility now of all of 
the spokes, Hke the thcater distribution center and the corps distribution 
center, If there is a problem or a backlog at any of those places, a lack of 
capability or a change in priorities. the CDDOC is able to stop the flow 
and hold things at the right place, That's a tremendous capability. 
Expertise, reachbacL knowledge, and being situationally avvare of what is 
going on ìn the theater are all big advantages. That T s what makes the 
CDDOC successful. 

I^ogistics Tmnsformatìmi Structures 

Dr. Smith: You've participated in a lot of committees with respect to logistics 

transformation, the Joini Logistics Board 24 [JLB] T the Joim Logistics 
Group 25 [JLG], our own Distribution Transformation Task Force 26 
[DTTF]. ctc. Tell mc Ltbout vour role on ihese commiuees. 

Gen Hughey: Tm TRANSCOM's primary representative on everything that happens iti 

the logistics arena at thc Departmem of Defense leveL Ifs myself and 
Admiral Lippert [Vice Admiral Keith W., Director. DLA, July 2001 to 
July 2006] at DLA; the JS-J4, Admiral Holder [Vice Admiral Gordon S., 
Director of Logistics, Joint Staff T September 2001 to August 2004] , and 



~* Thc Joint Loglstics Board was co-chaired by thc dcputy undersecretary of defense for logistics and material 
mana^cmcnt and the Joint Staff J4. and compùsed of thc most scnior logisticians from the Services T Joint Staff. 
USTRANSCOM, and DLA to recommend improvemcnts in DOD logistics and supply chain management. 

° The JLG was a subordinate body of the JLB to ensure vetting of kcy joint logistics issues and proposals at the 
one- and two-star lcvd. prior to or in lieu of review by the JLB. 

26 The TRANSCOM deputy commander chaired the DTTF, which included scnior logisttcians from OSD, thc Joint 
Staff, the Services. DLA. and the combatant commands to achise the distribuiion proccss owncr on process 
improvcmcnts. 



now General McNahb :7 [Air Force Lieutenant General Durtcan J., 
Director of Logistics, Joint Staff, August 2004 to October 2005]; and the 
Services* ìnstallation and logistics deputies. Alì of these things run 
together in rny mind, It's hard to keep track of which mccting you're 
going to. who the members are> what's the point, and what's the mission 
of that particular organizatiom because we have a lot of redundancy in that 
arena. 



Dr. Smitb: 
Gen Hughey: 

Dr. Smith: 



Do you think it's too bureaucratic? 

1 think there are too many different groups composed of the same people 
working on the same problems, 

We saw some of that here within the structure we set up in TRAKSCOM 
with the Dìstnbution Working Group" [DWG] seeming to involve the 
sarne people working the same issues as the Distribution Transformation 
Task Force. 



Gen Hughey: 



Dr. Smith: 



1 think we smoothed that out a iot. At least, we focused the efforts within 
thc DPO uith this Distribulion Transformation Task Force, We have that 
pretty well streamlincd. That s working very welL We're making 
headway, I don't see the quick gains at the JLB, JLG, or those other 
organizations, You have to remember that TRANSCOM is a very 
operatiorsally oriented organization, When we decide to do somethìng, we 
usualJy get it done pretty quìckly, 

Let's look specifically at the Distribution Transformation Task Force. 
You chair it. Since it met for the first time in December 2003, there have 
been five meetings. The last one was in August 2004, Are you pleased 



i7 General McNabb received Scnate conlìrmation of bts promotion to four-slar on 3 Ocmber 2005 artd assumed 
command of the Air Mobilky Command on 14 October 2005. 

A levei bclow the DTTF. rbe Disiribution Wurking Group, cornposed of one-scar logisticlans from across DOD 
and chaired by the TCJ5. vctted the work of cbe integrated proccss Lcams (TPTs) establisbed by tbe DTTF. 
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wìth the progrcss that's been made? 



Gen Hughey: I am now r I wasn't initiaHy, Fm a very impatient pcrson. It didn't seem 

lìke we were making any headway. We were having too many fìghts at 
the colonel level. I'm a "POA&M" guy, plan of action and milestones. 
Tell me what yoiTre going to do, when yoiTre going to do it, what the 
steps are in betweeru and when are you going to arrive at completion of 
those steps. Then come back in and tell me where you are. That's the 
way I Ìike to d.o things. Tt just wasn't happening very fasL Quite frankly, 
it was too big to gct my arms around, There were something like eleven 
different IPTs [integrated process teams], What we did was reorganize 
and form those IPTs under four general officers, and since then I'm much 
happier with the progress that's been made/ it covers the full spectrum 
of distribution, And we may add another pilJar. When we get to certain 
areas of accomplishment and we see where we need to bring someone else 
into thc fold because of coordination and synchronization issues, we'll 
form another pillar. put anothcr flag officer in charge. I see the DTTF as a 
living, breathing organization that is going to be subject to change and is 
going to continue for awhile, The DTTF keeps the Services and the 
COCOMs informed and makes recommendations to the Executive 
Board," The real dccisions are made at that next level 

Dr. Smith: Do you think that another pillar is needed'? 

Gen Hughey: There may be a pilJar thafs rcquired bccausc of mis JDPO— joint 

deployment process o wner- respons i b i I ìt y that Joint Forces Command 



ln thc summer of 2004, to speed up chan^c and provìde better co ntrol over the proliferauon of IPTs, General 
Handy eliminated the DWG and organized IFTs into six functional groupings or pillars-execution, intcgratcd 
distribLitiùn, financia], information [echnology, human realm, and process— each headed by a general/flag offìcer or 
senior executive service member from TRANSCOM or DLA. 

j0 Created to oversee che DPO process, the DPO Executive fìoard met for the fìrst tìme on 18 October 2004. It 
consisted of General Handy, Vice Admiral Lippert, Lieutenant General Duncan McNabb, and Mr. Bradiey Berkson, 
Acting UndersccreLary of Defense for Ac-quisiiign, Technology, and Logistics (USD AT&L). 



owns. 31 We may need another piìlar to synchronize the JDPO with the 
DPO, 

Dr. Smith: Do you sec that authority, the JDPO, bcing combined in TRANSCOM 

along with the distribution process owner? 

GenHughey: Noi really. There's an attempt to do that, but it's tuming out to be the 

same turf fight we had with OSD with regard to DLA and TRANSCOM 32 
It's a turf battle that, in my opinion, is just gotng to expend energy and 
produce nothing, so it's better to come together like we did with DLA and 
say, "Okay, we can work on this. We can figure out where the fifty yard 
line is, and we can do this as a partnership rather than taking foaek the 
deployment process/' 

Relationship Between United States Tramportation Command 
And the Defense Logisiies Agency 

Dr, Smith: Before 16 September 2003 TRANSCOM had been advocating making 

DLA a component of TRANSCOM, Your predecessor, General Brown, 
worked hard on that issue. You have said that the TRANSCOM-DLA 
partnership is working well. Is that because of personalities? Will it 
eontinue to work ìf the personalities change? 

Gen Hughey: Keith Lippert and I had an understanding that it was really up to the two 

organi/aLions to come together in some way, regardlcss of who ended up 
in chargc-ii ih.erc uas one in charge o: thc ot'ner. Hven though Lhcrc w l-s 
a food fight mm& on, undemeath there was an understanding that whcn it 



The Secretary of Defense designated United S(a(es Atlanlic Command, later redesigna(ed US Joint Forces 
Command, as the joint deploymertt distribution owner on 23 October 1998 to solve joini deployment and 
rcdcpkjymcnt proeess funetions that span furtctional and organizational boundaries. 

Sbortly altcr a^sumimi command in November 2001, General Handy proposed to the Secretary of Defensc that 
DLA, who&c dircetor rcpxirts to USD ÀT&L, be made a component of TRANSCOM to intcgrate strategic 
transportation and wholesale supply funcdòos undcr onc combatant commander. Aflcr two years of study and 
political infightmg. the SECDEF made TRANSCOM the distribuLion process owner> but left DLÀ aligned under 
USD AT&L. 
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was all said and donc, we were going to have to work together. There was 
an effort on the part of Keith Lippert and myself not to ereate too much 
bad blood between the staffs, to try to keep that down to a low boil T and 
eventually it worked out. There was a mceting of the minds bctween 
OSD, General Handy, and Keith Lippert. I think we've done a masterful 
job of overcoming the bad blood that was created during that year, year 
and a half, when that food fight was going on, I don't know who staited 
it, and Fm not sure that's evcn imponant at this point. 

Dr. SmiLh: Do you think there are some areas where the working relationship between 

DLA and TRANSCOM still needs to be improved? 

Gen Hughey: Yes. 1 donì have any specifics, but ìt's a reiationship that we have to 

continue to foster, We carTt take it for granted. I don't know of any 
specific issues. We both want the same thing. We want superb support to 
the warfightcr. And we want to do ii most cffcctively and most 
efficiently. Working together, we can do that, and we are doing that, A 
good example is the forward dcpots that DLA is moving into tbe theater^ 3 
and the intent in tbc futurc to establish forward depois as soon as the 
deploymcnt occurs, rather than waiting two years. 

Dr. Smith: Do you think the reiationship we have together has helped DLA be more 

operational in [heir thinking? 

Gen Hughey: Yes! And they've helped us. Ifs a two-way street. We have a better 

understanding of what their requirements are. They have a better 
undci'standing of what our capabilities are. Because of our mutual desire 
to do the right thing by the combatant commander, we're able to work 
very closely together, and with a great deal of camaradcrie, I think right 



• 1 ' On 30 August 2004. DLA opened a warehouse and distribution center in Kuwait just outside Camp Àriljan tbat 
stocks. paeks, and ships high deniand supply items to military units rhroughout Southwest Àsia. Plans are underway 
to create a deployable distribution center that can be sent forward much earlier in a contingency, The benefits of 
forward stockage mcludc ]css nccd for transporting supply itcms> by air from the United States, shorter customer 
wait tinies, and reduced costs. 
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now wc have a very healthy, very good personal reìationship with the 
leadership at DLA. It*s a partncrship that will just get better and better 
wìth time. 

Theater Logistics Issues ìn United States Pacific Command 

Dr, Smith: You went to Korea and [USJPACOM [United States Pacific Command] 

last August for an exercise and to discuss theater iogistics Ìssues. How did 
the trip go? 

Gen Hughey: The trip reflected our success in creating the CENTCOM DepJoyment 

Di stribution Operations Centcr. Word of that got to General LaPorte 
[Army General Leon J., Commander in Chief, United Kations Command 
and Republic of Korea/United Statcs Combined Forces Command and 
Commander, Unitcd States Forces Korea, May 2002 to February 2006] in 
Korea, and he said, 'l don't know what this thing is, but Fve heard about 
what they re doing, and I want onc." Korea is a theater that is ripe for a 
DPOC. bcsjause i'. is u vcry vr.iraire Iheatcr. Ovcr iho \ ears since inc 
armislice."'" evc:\ timc tiiccc has been an issue o: a neu problem with 
distribution, the US and Republic of Korea [ROK] forces created a new 
entity, a new agency to handle it. There are a number of logistics-oriented 
units, if you will, in Korea that are all stovepiped. They all do their own 
tbing, and they very seìdom work together to create thc efficiencies that 
are possible. 

In terms of Lnfrastructure, Korea is a very modern country. It has good 
rail, great roads, good airpons and facilities, and a marveious coastal ferry 
systcm. The transportation network in Korea is probably bettcr than it is 
in the United States, when you look at the size of the country and the 



On 27 Ju!y 1953 the milhary armisttce agreement betwcen the United Nations Commànd, the North Korean 
People's Army, and the Chinese Communist Forces went into effect. The armistice provided for an armed truce to 
tnd hostilities, a dtmarcation line between North and South Korea, a demilitarized zone on eithtr $idt of that line. 
and. procedures for ihc cxchange of prisoncrs of war, 
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flexibility that they have with regard to transportation. The diffìculty that 
General LaPorte has h not only does he run a sub-unified command, but 
everything he does has to be coordinated with the Koreans. It's a 
combined organization. 

We wem out there to take a look at what we, TRANSCOM thought wc 
might be able to do to bring somc of these agencies togethcr and 
synchronize their efforts to make distribution more effective and efficient 
for the warfighter. A TRANSCOM team had gone out there during 
RSO&I 36 [reception, staging, onward movement, and integration] in the 
spring at General LaPorte's invitation and had done an assessmcnt. Ànd 
we went back out there in August during Ulchi Focus Lenr' to give him a 
feel for what we had come up wiih. We presentcd that to General 
LaPorte's staff, and then we had about thirty minutes with General 
LaPorte to give him the bricf. It was all very weli receìved. 

US Forces Korea h a sub-unified command under PACOM, so it was very 
important that we also went to PACOM to brief the staff there, There's 
always bccn, I guess, tbis littìe bit of friction as to who does what for 
whom witb regard to iogistics in the Korean theater, and PACOM didn't 
want to be left out, They want a DDOC PACOM is certainly not Korea- 
ccntric. There are a lot of other areas of concem within PACOM. It's the 
biggest of all the combatant commands in area of responsibility. So we 
briefed them on where we were in terms of helping them establish a 
PDDOC fPACOM DDOC], 



j5 A co mmand esLablished by commLindcrs oi' uniticd commands to conduct opcrationx tm a continuing bàsis iii 
accordance wkh ihe criteria seL fùrLh for unified communds. Thc Chairman of thc JoinL Chicfs of Staff must 
authorize estabbsnment of a sub-unified command, 

: * RcccpLion, Sta^ing, Onward Movemert. arid iMegratlon/Foa] Eag]e is an annual joint and combined exercise he]d 
in thc spring in the Republic of Korea that tests the ability of the Republtc of Korea to defend itself with the 
assisLancc of IJ3 forces. 

Uk-hi F;\ .is ]> :,n iinnuii] u ■ : n L and combincd cor.imr.nJ po<t ^xji-Ì-j ]:c\d ir. ::ie suinrncr in th.e Rcpuhac ,■: 
Korca to Lcst plans for the defense of the Republic of Korea. 
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The important point here is that when we went to CENTCOM, they 
needed someone to stop the bleeding. They needed something fixed dght 
now. And the only way to do that was to take our authorities as the DPO 
and create the CDDOC Build it, train it, and put it in place for them and 
say, "Okay, here it is, It's yours. Now you command it" Wc can't do 
that with every combatant command, We simpJy eannot do that. And we 
don't intend to continue doìng it in CEXTCOM. As soon as we can find a 
way^ and as soon as CENTCOM can fìnd the time and the energy to 
dcvote to it, CENTCOM needs to reorganize its own assets and dcvelop 
this DDOC capability. 

Now, they will always need some "pros from Dover/ 5 That's not my 
termiriology. that's what the COCOMs are calling us, The people wc scnd 
out there are the "pros from Bover," You need people who have the 
reachback and thc knowledge of thcir own organization. If you recall, the 
DD OC is not only composed of pcoplc from TRANSCOM. it's people 
from all of our components, from DLA, from the Air Force Materiel 
Command, the Army Materiel Command, the Marine Corps Logistics 
Command, and finally the Navy N4 [Fleet Readiness and Logistics 
Directorate], There is always going to be a requìrement to havc some of 
those people. Do we need the numbers that we sent out there? We can't 
afford iu and I really don 5 t believe we need that many people, Once 
combatant commands get used to the procedure, and they build their own 
organizations, I think we*ll quickly find that ìfs not going to require alì 
that many people from us. 

Should we traiti up morc pcoplc who are area-specific? I mean. should we 
have a PACOM cell in our own DDOC that would deploy forward? 
Should we havc a CENTCOM cell? Should we have cells for each of the 
combatant commands? Probably so. That way when an individual comes 



Slang phrase for outside consultantti brought in to rroubleshoot a problem. The phrase originated in the 1968 book 
M*A*S*H by Richard Hooker, 
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to TRAKSCOM and is assigned to the Korean eell in our DDOC, foe or 
she can become very familiar with the war plans, do all the exerciscs out 
in Korea, and bccomc immersed in that COCOM's logistìcs culture, so 
that when he or she does deploy as one of the "pros from Doveav" there is 
no getting up to speed; that individual is ready to start working. 

So the rationale behind our visit was to explain to General LaPorte and to 
the PACOM staff what we were up to, and what our thinking was in the 
long-term, in tcrms of, "You really have the assets here to do this> You 
just nced to reorganizc a bit and thcn we can provide you some 'pros from 
Dover.'" 

Dr. Smith: You talk about Korea being a joint and a combined theater. Àre there 

plans to make a KDDOC [Korean DDOC] that would be a eombined US 
and Korean emity? 

Gen Hughey: You're going to have to make it combined, because you're going to have 

to have representatives in there from what they call the Combined 
Transportation Movement Center [CTMC], That is a combined 
organization that controls all commercial traftlc during a contingency. 
The CTMC has been under-funded and under-focused, if you will, and the 
ROK/US Combined Forces Command is just now r starting to realize the 
importance of ihis organization. It's commanded by a Korean general 
officer with a US colonel as the deputy. That organization needs to be 
fleshed out. made a little more robust, and givcn thc IT [information 
tcchnology] k needs, That's where the CTMC has really been bchind, 
because it didn't have the TT to do all the things people were expecting it 
to do. The CTMC was given a mission and then let go. The only time 
you ever see or hear from the CTMC is during Ulchi Focus Lens and 
RSO&I. No one really knows what it is and what if s supposed to do. 
That's a challenge. 
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The KDDOC is going to have to be combmcd, because there is a 
trcmendous amount of coramercial traffic in Korea Thc intratheater 
business will be key. The CTMC is going to be key to making the 
distributioiì proccss work smoothly at the operationa! level of war. We're 
going to have to have representatives from them with us or representatives 
fiom us with them. 

Dr, Smith: Clearly DDOCs aren't "one size fits all." The concept is universaL but the 

applicatìon is goìng to vary by theater and by circumstance. 

Gen Hughey: RighL A very good example of that was the excursion down in HaitL 39 

We sent three or four peoplc from SDDC and told thcm to function as the 
DDOC forward. And they were able to do that. We never built up excess 
supplies. We never overwhelmed the task force commander. Hc was ìn 
control of the flow, which is exactly what we wanted. That worked out 
perfectly. It was a very good exampJe of how tailorable the DDOC ìs. 
Three or four people were all that were involved in that. 

Dr. Smith: You raìsed the issue of whether TRANSCOM ought to havc cclls or 

groups of people who are focused on other theaters to help work the 
exercises and work wìth the DDOCs Ehere, Do you see that as a role for 
reservists? 

Gen Hughey: Not necessarily. I don't see a spccific role for reservists. For us to say, 

"Oh, that s a good role for a reservist" is the wrong approach. Thcy don't 
have to work in the cell all the time, but thcre has to be some active duty 
personnel in thosc cclls who are totally familiar with the theater and have 
the reaehback capability. To make it a reservist bilìet is not a good idea at 
all, because in a conflict we sometimes don't get the pcrson we were 
counting on getting whcn mobilization starts. We end up with someone 



Ort 29 Febmary 2004 Pre&ideru George \V. Bush ordered US Marines into Haiti as part of an intemational 
stabillzation force after the Haitian president, Jean-Bertrand Aristide, left the country following two years of 
violcncc and politica! upheaval. The intervention, called Opcration Sccurc Tomorrow. iasted utuii Juiy 2004, 



42 



who's filling a billet but knows absolutely nothing about TRANSCOM. 
They're fine if we can keep them here, because then we can bring them 
along. But to take somebody like that and send them to Korea, they really 
don't have the reachback, they don't know anybody in the organizatioti, 
and they don't have the knowledge of how we operate. So that's not a 
good job for the reservists. 

Joìnt Theater Logistìcs Commander Intiiutive 

Dr. Smìth: Lef s look at the bigger theater picture. TRÀKSCOM, and General Handy 

especially, has become the proponent of the joint theater logistics [JTL] 
commander or orgcinizntion. I' would hv. m a r.ar wuh r .hc L-ombir.cd Purce 
air component commander, the combined force land componcnt 
commander, or the combined force special operations component 
commander. 40 What can you tell rne about that t and how that has been 
developing? 

Gen Hughey' Joint thcatcr logistics is criticak As I've said before, this nation has 

tremendous strategic logistics capability. So tremendous that we can 
easily overwhelm any combatant command anywhere, anytime, We can 
just load him up to the extent that he can't process it. He simpìy cannot 
accept it. And we\e done ìt. We did it in the fìrst Gulf War We started 
to do that in Afghanistan until we got a handle on the situatiom 

Àt the tactical level of war, we T re also very good, The Services have 
husbanded their resources to the extent that when they have to move 
something around the battlefield at the tactical level they're very good at 
it, When you gct to the division level or the FSSG [Force Service Support 
Group] at the Marine Corps level and below, the Army and Marines have 



The combined force air, land, and special operatioris component commanders are Lhe oomraàndcri within a 
combincd command (made up of US and allied forces) responsìble for making recommendations on Lhe proper 
employment of assigned, attached. andVor made availabte for tasking air, land, and special forces; and planning and 
coordinating air, Land> and apccial forces operaLiorìs respeciivdy. 
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the trucks ? airplanes, and thc helicopters to do a very good job of 
dìstributing supplies on the battlefield. 

It*s at the operational level of war, which ìs supposed to be synehronizing 
the strategic flow with the tactical ability to distribute, thai wc fall apart. 
We fall apart there because no otie has really been given the responsibility 
or the wherewithal to puli it off. The person who's most concerned about 
that, and who needs to be able to controì distribution at the operational 
levek is the combatant commander. It T s clearly his responsibility, Yet he 
has no force that he can assign to that mission, It doesn't exist. If he 
wants to do anything as a combatant commander in line with the priorities 
ihat he T s seu he has to go begging for forccs to do that. Or he has to task 
thc force that wasn t expecting to have to do that. From what Fve sccn 
during my career, we. the warfighters. desperately need something at thc 
theater level, at the operational level of war, working under the combatant 
commander, that can provide logistics support and distribution. And that 
is a joint logistics theater eommand, 

A lol of this come.s t'rom my own cullure. In the Marine Corps our Marinc 
Air-Ground Task Force [MÀGTF]— which is how r we fight—consists of a 
headquarters, a command and control clemcnt, a ground combat element, 
an air combat element. and a combat service support element. The 
MAGTF commander uses the combat service support element to 
coordinatc logistics support and distribution within the battle space. 
That's at the tactical level. If you move that up one notch to the 
opcrational level of war, you just need the same thing. We have a 
CFLCC, a combined force land component commander T who does the 
ground stuff. We have a CFACC, a combined force air componcnt 
commander. But we don't have a combined force combat service support 
or logistics commander. That's what the joint theater logistics command 
would provìde to the COCOM. That command would be responsible for 
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synchronizing strategic flow with tactical distribution, which is thc 
problem that we have today. 

TRANSCOM ìs going to have a key role in establishing that, The 
command has bccn ac work on it now for eighteen months, trying to get 
peopie to understand the importance and the requirement for this. Thc 
Army and the Marine Corps are sold on ii. They fully understand that yes, 
that's what we all need. TRANSCOM has had some resistance from the 
Air Force, and to some extent the Navy, but not mucb, The problem with 
the Navy and the Air Force is they shrug their shoulders and ask T "Why? 
Everything is fine with us. What do we need this for?" The reason that 
they feel this way is because the port of debarkation, whcther it is a 
seaport or an airport, in most cases Ìs the end of the line for them. They 
don't really have tactical dìstribution requirements that they need to 
synchromze, Usually when k geLs to a port, they're done. WeVe just 
trying to do the same thing for the Army and the Marine Corps, so that 
when we hand off responsibility at the port of debarkation, there's an 
agency responsible for getting the cargo from the port of debarkation to 
the tactìcai distribution cornmand. if you will. That doesn't exist today. T 
think ìfs going to, and TRANSCOM is going to play a key roìe in making 
that happen, 

Dr. Smith: We've talked about the Services. What do the combatant commanders 

think about the concept? 

Gen Hughey: Right now, as of November of 2004, CENTCOM is really where the sense 

of urgency is, That's where everyone recognizea that we need it, but. 
quite frankly, that's one chip too many. General Abìzaid [Army General 
John P., Commander, United States Central Command, July 2003 to the 
present] has other. more urgent, concems. He's trying to fight a war. 
Wlien it comcs co spending chips or calling in chips, he's vcry reluctant to 
use any in the logistics arena, because everything is sort of working, It*s 



45 



goittg to be up to TRANSCOM to drìve this through the Tank and 
estahlish dQCtrìrie, We probably have some really great possibilities in 
Korea and in Europe to establish joint theater logistics commands, becausc 
they can focus on it right now r They can spend some political capital to 
make this happen, I thìnk that's really our best opportunity to establish a 
joint iheater k^i-ik-s i , ;,i:r-r;,md witMn a combatanl command % s AOR 
[area of responsibility]. Right now the focus needs to be on Korea and 
Europe. 

Dr. Smith: How is it that we have the lead? Is it because we are a combatant 

command and from our pcrspcctivc can see these seams? 

Gen Hughey: I think it's the distribution issue. TRANSCOM is the one most impacted, 

and as the DPO, we're responsible from factory to foxhole. TRANSCOM 
is real good from factory to port of debarkaiion, but how do we get it from 
there to the foxhole? Thafs our Ìssue. If that's our mission, if ihat's our 
responsibility, thcn it's incumbent on us to say 5 "Hey, here's the problem. 
Here's what we need to create to do that." But clearly it*s not a 
TRANSCOM mission; it's something that needs to be in the toolbox of 
every combatant commander, becausc thaf s how we'Il do throughput, 

Dr. Smith: Has the joint theater logistics command concept becn scheduled to go to 

the Tank? 

Gen Hughey: No, Ànd I don t know that we're ready for that. Wc really need to get 

Korea and EUCOM on board tìrsL If we went to the Tank rìght now, 
we'd have total support from the Army and the Marine Corps, but thc 
biggest contcnder would be the Air Force, and they are powerful. So we 
have to get some combatant commands to go along wìth this thing for us 
to be able to brief the Tank. Our greacest ally ìs General Schoomacher 



41 Th e Tank is the mformal name for the Joint Ghiefs of Staff conference room in the Pentagon, which h also known 
as thc GiAà R;:;::ti. I hc Tank is used for meedngs of Ehe Joint Chiefs of Staff chaired by the Chairrnan or Vice 
Chairmari; thc Operations Deputies of the Services, chaired by the Director, Joitit Staff; or the Deputy Operations 
Deputies, chaired by the Vice Dircctor, Joint Staff, lo addrcas ìssucs icqairing approvcil of aEL Lhc Scrvjccs, 
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[Army General Peter J, Chief of Staff of the Army, August 2003 to the 
present], because he's already said he'd give up the theater support 
eommand for a joint theater logi stics command. That will be the nucieus, 
But the other Services wjll have to pony up resources as well. That scares 
me T because they have all their eggs iti the tactical distribution basket, 
which they do very well, and we certainly don't want to mess with that, 
But we have to come up with something, whether it's an additional 
structurc or the Reserves, that is absolutcly committed to theater logistics. 
I don't know how we are going to do it. Ciearly, there is going to have to 
be some restructuring of the actìve duty force. 



Dr, Smith: 
Gen Hughcy: 
Dr. Smith: 



It's partially aforcc structurc issuc'? 



It is. Very much so. 



Fve heard it said that the theater DDOC then would essentially be the 
operations cenler for the joint theater logistics command. 



Gen Huahev: 



There will be more to a joint theater logistics command than distribution, 
The DDOC will be best positioned tbere rather than undcr the J4. 



Dr. Smilh: 



Because it n s a command and control execution agency, a tasking 
auLhority? 



Gen Hughey: 



Yes. 
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USTRANSCOM Reorganìzation 



Dr. Smith: 



Your predecessor, Lieutenant Gcneral Dan Brown, spearheaded a 
reorganization of the command that was based m part on a mandated 15 
percent manpower reduction that we were facing, 42 That new organization 
was implemented in early 2003, Part of the restructurìng involved 
breaking up the [TC]J3/4 [Gperations and Logtsties Directorate, 
USTRANSCOM] , moving some of those J4 functions into the J5 T and 
assigning the rest elsewhere ìn the command, From your perspective T has 
that reorganization that we put into effect ìn early 2003 worked out? 



Gen Hughey 



Dr. Smith: 
Gen Hughey : 

Dr. Smith: 



Dan Brown spearheaded this reorganization, but when I came here and 
took his place, T was not the spearhead. Butch Pair, our chief of staff T ìs 
really the guy who drove that. The success of the reorganization, in my 
opinion and during my watch anyway, is totally attributable to Butch Pair 
and his leadership, He put that thing cogcthcr. Hc drove it home. Tt was 
his baby. As far as Fm concemed, he's what got us through this very 
challenging last Lweniy-six months that Fve been here. Extremely 
successful. \VVve just been blessed to have a chief of staff of his caliber. 

Do you think we need to reexamìne our structure for tbe DPO? 

Continuous process improvement rcquires you to continually look at your 
organization. And we are doing that. 

Do you think the DPO mission is going to require some organizational 
changcs in TRANSCOM? 



42 In 2002 the Secretary of Defense levied a 15 percent manpower reduction oii combatant commands to pmmote 
cfiìciencies and offset manpower requirements for the new US Northern Commartd activated 17 April 2002. To 
implcment these cuts, General Handy formed a Brain Tru&t headed by the chief of seaff and comprised of thc 
directors to develop an nptimal organizatton. Among fhc changes, TRANSCOM streamlined Ihe directontte of 
operations and logistics (TCJ3^4) by tnoving. the logisLics, plans, fufure requirements, training and excrci$eE>, lessons 
leàrncd, and process improvemcnt functions to the directùratc of plang and policy (TCJ5), whìch was renamed Lhc 
directorate of strategy, plans, policy, and pmgrams, leavJng an operations direetorate (TCJ3) dedicated to warfighter 
operations. 



48 



Gen Hughey 



Dr, Smith: 



Gen Hughey: 



Dr. Smith: 



Gcn Hughey: 



It already has within thc J3 and ccrtamly within thc planning aspccts of the 
J5. There have been changes to the organization, but I think it reflects the 
flexibility of the organization that was organized under Butch Pair T s 
Ieadership. 

What about some of the skill sets in our work force as a result of DPO? 
Are we going to need to deveJop some supply chuin management or 
engìneering cxpertise? 

There will be some of that, but I think we're doing a pretty good job 
bccause of our relationship wìth DLA, That's where the real expertise lies 
in terms of inventory management, We have the expertise in movement, 
When we put our two heads together, that's when things get done. That\s 
thc best way to do it, because if you try to bring expcrts in bere, then it 
looks like if s coming from TRANSCOM* That'S not what we want, We 
want it to be a mutually agreed upon efficiency between DLA, 
TRANSCOM, and our other logistics partners. 

As part of the 2003 reorganization, there was a surface cell established in 
the TRANSCOM DDOC. That seems to have worked out pretty wcil in 
coordinating surface transpottation with the componems, providing the 
oversight, rcacbback, and so om Do you think ìt'a time to start thinkìng of 
estabhshing a single surfacc component command under TRANSCOM? 

We looked at that. We looked at taking the part of MSC that's dedicated 
to TRANSCQM, pulling that out and planting it in SDDC, and just having 
onc surface command. But there is far too much expertise withm Military 
Sealift Command. Thsy know this business petter than anyone else, and 
we would really lose something if we somchow took them out of the 
pieture. We need that command and the relationship that they T ve 
establisbed vvith the commercial industry— which is a very good one--to 
eontinue, I see a continuous and closer partnership in terms of what they 
do. Maybe TRANSCOM promotes that by creating this surface cell. T 
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really beìieve that, after baving looked at it, we have to maintain the three 
components. 



Df. Smith: 



Gen Hugbcy: 



MTMC [Military Traffic Management Command] was redesignated the 
Surface Deployment and Distribution Command in early 2004. Has this 
been a name change only, or have you seen fundamental changes in that 
commands mission and the way it does its busincss? 

lt just better reflects their mission, I mean, Military Traffic Management 
Command? That was their old name. Ts that what they did t manage 
traffic? I don't think so. Surface Deploymcnt and Distnbution Command 
more clearly defines their mission, both for the Army and for 
TRANSCOM. 



Sealift and Airlift Issues 



Dr. Smith: 



Gen Hughey: 



Tell me about your involvement in sealift issues. Yoifve bccn a mcmbcr 
of the Sealift Committee at NDTA 42 [National Defense Transportation 
Association] and of the Executive Working Group [EWG] with the 
VTSA 44 [Voluntary Intermodal Scalift Agreement] program. Te][ me a 
littic bit about what you've done there, 

TRANSCONl through the EWG, has been able to take a leadership role in 
bringing our components, the unions, and the maritime industry together 
to operate as a team, The Executive Working Group is a very acti ve 



NDTA is a non-profìt, non-politicaU educationaÈ association committed to ibstering partnerships between 
government, mililary, and industry and maintaining a strong ànd cf'iicient global transportatiort, travel, and 
distribution system ìn support of' national security. 

44 The Voluntary Intermodai Sealift Agreement (VISA), deveioped thrùLigh a partnership between DOD, 
Dcpartment of Transportatioru Maritime Administratiom and US flag commerciat scaiif't industjy, establishes the 
ordcr in which government-owned mcrchant ships and private sector maritime asscts are called up in a war or 
nationai emergency. As of 2004 , approximately 100 shtps were enrolìed in the program, 47 of which received a 
go vernment subsidy under the Maritime Sccurity Program (MSP). The VISA Hxecutive Working Group is a NDTA 
Military Sealift Committee-sponsored workmg gjoup consisting of members from DOD, Maritime Admimstration, 
US tlag commerciai carriers, and representarives from thc US maritime labor unions to ensure government and 
mdustry mcct the intent of the VISA program. 
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organization, We're very busy. Wc'vc been able to discuss the problems 
that the maritìme industry was having and come up with soìutions. I 
would Iike to see the same organizational ability to coordmate the efforts 
and to really clear up the communications, resolve the conflicts, and fìx 
the problems for the air side, railroads, and trucks, Right now they've 
been run by our components, but I really believe ìt aH ought to come under 
TRANSCOM We ought to have all of those organizations. I think we T H 
move in that direction due to of the success we've had with the EWG and 
the MìJitary Sealift Committee. There are a lot of great folks in those two 
groups. 

I was a Marine logistician when I came to this job. When it comes to 
transportation, we Marines have five- and seven-ton trucks that leak a lot 
of oil. [Laughter] Yd never even commanded a truck platoon, so my 
experìence in transportation was limited, to say the least, The first EWG 
that I went to, I was, you can understand, a bit intimidated, mostly due to 
my lack of experience and knowledge with regard to the maritìme 
industry. Bue there was such an outpouring of warmth from these 
marvelous Americans who make up the maritime industry and the unions 
that by the end of the two-day meeting, I knew there was someone in that 
group who would help me with any problem I encountered as deputy 
commandcr of TRANSCOM. 

At the time I didnì realìze the extent of my challenges at TRANSCOM, 
nor did I rcalize the number of friends I reaJIy had. Of all the things that 
Vve done at TRANSCQM, working with the maritime industry has been 
thc mosi enjoyable and nios: salisfying. 1 r.iadc a lot of r'rier.Ji, Thcsc are 
wonderful peopìe who do a great service, and an industry that is absolutcly 
vital to our continued economic prosperity, Ifs something that we have to 
continue to focus on, and work hard with our legislators to makc sure that 
the programs we have instituted aie vital and remain robust, We cannot 
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afford to ever lose sight of the importanee of being a strong maritime 
nation, And you can't do that without a strong commercial backbone. 



Di\ Smith: What arc some of the things that TRANSCOM has done to heJp ensure 

that? 

Gen Hughcy: Gh, MSP [Maritime Security Program], 45 VISA, shipbuildìng program. 

We're a very powerful proponent of the maritime industry. 

Hr. Smith: One of the things we've done recently is to ensure we look to commercial 

carriers fìrst for sealift before using our organic asscts. 

Gen Hughey: That's always been the TRANSCGM policy, but we haven't alvvays 

executed it that way, A lot of it was simply because the deployment 
sequencc didn't allow us the time to contract with the commercial 
mdustry. We*ve managed to take some risks and change some procedures 
that now allow us to give the maritime industry the lead time they need to 
respond to some of our requirements. Some of the things that are 
happening w r ithin the Mariìime Security Program make me very confident 
that more and morc of' our deployment is going to be conducted by 
commercial carriers. We always have to watch the balance, because if you 
cut out the use of our own Ready Reserve Force [RRP], 46 then you lose 
merchant mariner jobs. A robust merchant mariner population is critical 
to having a robust maritime industry. We have to be very careful about 
what we do. There always has to be a balance maintained between how 
much traffic we give to commercial ships that already have their mariners, 
and the amount that we give to the reserve fleet that has to maintain a 



The Maritime Security Program provides rlnancial assìstance to offset the increased costs associated with 
operaring a US-flagged vessd. In return, parucipating carriers commit vessel capacity and their inLcrmodal 
transportation resources for DOD use in the event of contingencics, MSP provìdes assured access to 
sealift/intermodal capacity and a readily availablc work force of merehant marincrs. 

** US government-owned fieet of commercially designed dccp-draft ships of various confìguraiions and capabilities 
maintained by tbe Maritime Administralion to respond within four, five, ten, or twenty days to nationa] emergency 
sealift recjuirements, purticularly the movcmcnt of military uriiLequipmeut. 
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mariner base, arid which hires morc mariners when we activate RRF ships. 



Dr. Smith: 



Gen Hughcy: 



Dr, Smith: 



Gen Hughey: 



Dr. Smiih: 



Gen Hughey 



In recent weeks about 30 percent of our sealift has been handled by 
commercial charters. Do you think that T s the right amount? 

Thìrty percent in terms of charter? Almost all our sustainment goes by 
liner service, so it's realJy a heck of a lot more than 30 percent that we 
ship commercial. 

I was tbinking in terms of charter versus our reserve fìeet, 

Then 30 percent is about rìght. And right now, that's about all that the 
maritime industry can afford to provide us. That is good in terms of 
maxing them out; everyone is making money. That allows the maritime 
industry to recapitalize their fleeLs. The.se are good times right now for the 
maritime ìndustry. But tbc good times were Iong ìn coming. 

You mentioned the committees that you served on at NDTA and that they 
helped you solve challcngcs at TRÀNSCOM Can you citc some spccific 
examples where that bappened? 

Haiti was a good example. We shipped everytbing to Haiti commercially. 
The commercial industry stepped up and was abìe to provide that servi ce. 
We worked with tbem to provide some of thc protcction they nccdcd. such 
as biological and chemical protective measures, to service some of the 
ports that we needed them to serve. Wbenever tbere's a probJemu the 
marveìous civilians and offkers we havc down in our sealift surface cell 
here in TRÀNSCOM work out a lot of the issues. Tryìng to open up thc 
port of Al Zubayr in Iraq, for instance. If ìt weren 1 1 for Maersk 47 and their 
abdity io go in there arld spood ca:>itd lo ^cl thai porl up anc operaling. 
we wouldn't be using it. We don't have that capability. Those are the 
kinds of things Fm talking about-being able to pick up the phone and talk 



41 The Maersk Line, Limked opened n gaieway to Iraq at rhe port of At Zubayr located fìve miies north of ihe Umm 
Qa$r lerminai on the Khor Al Zubayr wàtcrway in March 2004. 



to somcone who really knows what the hcll they T re talking about and 
knows how r to do things. We do that every day, 

DrSmirm Durìng the OEF deployment phase in 2003, we activated GRAF, We 

didn't actìvate VISA. What went inlo tbe decision not to activate VISÀ? 

Gen Hughey: VI SA is designed never to be activated. We don't ever want to have to 

activate VISA. We want them to come as vol unteeis. If we were to 
activate VISA, we could, in fact, destroy an American carrier's 
compctitive edge for a particular liner service, When we do that, a non- 
Àmerican flag carrier steps in and takcs over, and the American flag 
carrier loses thc business. When we're done with them, what do they go 
back to? They don T t have anything to go back to, and eventually we don't 
have a US-flagged commercial fleet. The idea of VISA is, through the 
Executive Working Group, to be able to get enough votunteers to be able 
to look at the whole industry and say, ll Okay s I need three ships^ 1 and get 
sotnc from each, everyone making a contribution that keeps them vìable in 
the commercial sector, It keeps tbcm compeihive, but at thc same time 
gives us what we want. We don't ever want to take over ships, just like 
we T d prefer not to ever have to take over aircraft. If the carrier industries 
see it as an advantage to give us what we need and manage it themselves, 
that's really the best way to go. They know that business better than we 
do. 

That happened with CRAF Stage L 4a We had as many volunteers as 
CRAF Stage I provided anyway, so the activation really had no adverse 
impact. 

During thc initial deploymcnt for Qperation Iraqi Freedom, we didn'i need 
to activate the CRAF cargo carriers because of the high number of 
volunteers. We did eventually have to activate part of the passenger 

CRAF cansists of aeromcdical, nation&E and imemational scgments of passenger and cargo aircrafc, each divided 
to three ìncrcasingly iarger il stages ,L designed to mcct requiretnents from coitingericies to major theater wars, 



Dr. Smilh: 



Gcn Hugbe\ : 
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scgment for a few months- But we were very concemed about not doìng 
that again during the rotations. And we managed not to have to do it. 



Bccause of planning ahead and giving them a chancc to volunteer? 

Plannìng ahead and letting them know in advance what we need. The 
threat of activatmg VISA or CRAF is enough to bring them to the table, to 
work very hard at giving us what we need, when we need iL The 
commercial carriers are willing to do that. Bjt there is very little excess 
out there in the civiiian airlitie business simply because they carTt afford it 
anymore. The competition is so tighL If we take them off their routes, 
where they would lose competitive advantagc, someone else ìs going to 
step in right away and fìll the vacuum, and it's going to be a non-US flag 
carrier, Tf that happens, their competitive edge is gone, and eventually you 
won't have a Civil Reserve Àir Fleeu because you w r on ! t have Àmerican 
flag carriers, TRANSCOM worked very hard to make sure that didn't 
happen, especiaily with all the problems the airline industry was having 
with the number of bankruptcìes. If we had activated CRÀF during the 
second deployment, we would have pushed a few major carriers into 
Chapter 10 [bankruptcy], and we certainly didnH want to do thaL 

Strategic Planning 

Dr, Smith: Your predecessor spent a good deai of time developing a strategic plan 

and metrics that were called strategic issues, which were reviewed every 
120 days, The last 120-day strategic issues review r took place on 
6 November 2002, Has this process been abandoned? 

Gen Hughey: Yes. About the time we really started engaging in the distribution process 

owner mission, General Handy didn't feel the strategic plan as we had 
been doing it in the past was fruitfuL It was a tremendous time drain on 
everyone, and we were up to our rear ends in alligators at the time with the 
war, It just wasn't bearing much fruit, whereas the distributìon process 
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Dr. Smith: 
Gen Hughey: 



was somethin^ that we needed to take a hard look at. So ih'àCs where we 
spent our effort, 

Dr. Smith: What did the strategic planning offsite in May 2003 accompli 

Gcn Hughcy: The strategic planning offsite was really our embarkation upon 

distrìbutìon process ownership. That's what happened, We got off of the 
old strategic plan and said, "Let/s sit down and figure out whcre we are 
going, and what TRANSCOM should become." And that's when we 
invited Newt Gingrich ?0 here, and we had a counciL Newt Gingrich has 
an eighty-pound brain and is just a wonderful guy to have around. He 
stimulates a lot of thinking. He crafted our vision statement in vvhich he 
included our distribution responsibilities. 51 We might have done some 
fine tuning wiih it, but it wasn't much. And we've been off and running 
on that cvc] since. 



From 6-7 May 2003 Gencral Handv held a TRANSCOM visioning conference to discuss transforming DOD 
distribution and logistics. Participants includcd the TRANSCOM senior leadership; transportation eomponent 
command eommanders: retired general ùffkers and DOD civilians with logistics backgrounds; a RAND Corporation 
senior researcher: a member of the SECDEF's Senior Execulive Council; and retired Republican Congressman and 
former Spcaker of the House Newt Gingrich. 

i0 The former Republican Congressman and Speaker of the House. 

Sì The vision statement was "USTRANSCOM provides the synchronized transportation. distribution, and 
sustainment which makes possiblc projecting and maintaining national power where needed with the grcatest spced 
and agility, the highest efftciency. and the most reliablc level of trust and accuracy" Thc vision statemcnt chanszed 
in carly 2006. 
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Conclusion 



Challenges 

Dr. Smuh: What were your most difflcult challcnges while serving as our deputy 

commander? 

Gcn Hughey: When I first came on board it was trying to find a way to respond to the 

RFF/DEPORD mode of opcration that the Secretary of Defense had 
embarked upon. At that time I was really pretty much in over my head, 
Working out the procedures with CEKTCOM and Joint Forces Command 
was a big challenge, The other challenge that consumed a lot of my time 
bas been the joint theater logistics command and trying to resolve the 
concems of the Services with regard to that. That's been a very sJow and 
very challenging process, 

À ccom p lis hm ents 

Dr. Smith: What do you consider to be your biggest successes, things where you may 

have had the most ìmpact during your time here? 

Gen Hughey; We've been $o busy with the ahigators fighting the war that I have to think 

about this questiom [Laughtcr] I'd say getting thc Services, with the help 
of Joint Forces Command, to understand the planning requirements of the 
rotations and the necessity to spread them out was one of my greater 
successes in executing the war on terrorism. Getting people to undcrstand 
that you have to spread out the deployment or redeployment or rotatiom 
but not $o much that you had only one-way trips. Now we do a rotation, 
and if s bardly noticed by anyone. 

Another success has been working with the maritime industry and keeping 
a team spirit among all Lhe players. And bringing the DPO along as far as 
it's come, being invoJved in that. Cenainly General Handy had more to 
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do with that than any of us, Bob Dail 32 [Army Major General Robert T. t 
Director of Operations T USTRANSCOM, August 2003 to November 
20O4| has done a marvelous job. Chris Ames [Navy Rear Admiral 
Chmlopher C. TCJ5. Apnl 20D2 to Apn! 2004] and Marc Purcell [Navy 
Rear Adm:ml Marc L . TCJ5. April 2004 to July 2006] were exceptionai 
as the J5. Working with the staff on DPO has been something we all can 
take credit for and be real proud of\ 

Dr. Smith: What are you most proud of with regard to what the command has 

accomplished during your tenure? 

Gen Hughey; I think we can be most proud that w r e did our job. We did what everyonc 

expected of us, but at the same time we did so much more. I mean, w r e 
were comfortablc with our mission, so comfortable that we pushed the 
envelope while vve w r ere fighting a war. People still marvel at that. When 
I'm out there visiting, people will say, "I don't know how you do it at 
TRANSCOM I just don't know how you've done it." Things like the 
single ticket program^ and making the rotation of forccs for Iraqi 
Freedom and Enduring Freedom run smoothly has really dumbfounded 
pcople who aren c here. To do that with the size of the staff that we have 
comparcd to othcr combatant commands says a heck of a lot about 
TRANSCOM. That was our job going in. But to do that to the 
amazement of everyone and then, in addition to that, to Ìmprove 
distribution for no other reason than to benefit the warfighters, the 
combatam commanders, is someming that we all can be very proud of. It 
astounds people that we would reach outside our mission and take on 
more, when people couldn't understand how we were accompltshing our 



51 General Dail was promoted to lieutenant general with date of rank of 1 January 2005 and succeeded Gencral 
Hughey as deputy commander of USTRANSCOM in November 2004. 

Thc singlc ticket program was a USTRANSCOM initiative to schedule the unit movement of passengers from 
point of depariurc al] the way to final destination beforc the start ot' travel rather than booking them by segments as 
they were traveling. This reduced waiting lime at en route slops, 



mission to begin with, [Laughter] That says a hcck of a lot about this 
organization and the leadership. 



Dr. Smiih: Is there anything that you would have done differently or wished the 

command had done differenth ? 

Gen Hughey: I wi$h some things hadn't happened. I wish we hadn't had a big row with 

[USD] AT&L over DLA and TRANSCOM. That consumed a Iot of 
energy and went nowhere, But that wasrf t all our domg. Wc didn't have 
eontrol over mosi of that. It requircd a lot of energy to heal the wounds 
and get on with the partncrship that we ended up with. I'm just thnnkfu! 
that we had peopie like Keith Lippert and his folks, Dan Mongeon [Army 
Major General Daniel G., Director of Logistics Operations, DLA, October 
2003 to Octobcr 2fJ05] and many of the others at DLA who rallied and 
rcalizcd we necdcd to comc togcthcr to thc bcnefit of the warfighter, and 
we did. I wish it hadn't happened, but was it TRANSCOM's fault? No, 
not entirely, That was realiy driven by other powers, 

Concerns for the Future 

Dr, Smith: What worries you most about tbe command with rcgard to the future? Are 

there any clouds out there on the horizon? 

Gen Hughey: Yes. Making sure we get enough C-17s is a con^m. And I'm not sure 

how this tanker thing 34 is going to be resoh ed. Those are areas that we 
have to be very concemed about and contìnue to drive, At the same time, 
we can't have everything we want, because the nation can't afford it. The 
important things are getting better utilization from our commercial 
partners while at the same timc spending thc money we do have very 



54 Ir 2003 DOD approvcd an Air Force proposal to lease 100 Boeing 767 tankers for $23 bilhon* but congressional 
concern over the cost ot ihc lcasc und a scandal involving the second most senior Air Force proctirement offìcial. 
Darlene Druyun, who intlLiicd thc costs of the lease and steeted the contract toward Boeing in return for an executive 
position with the company after she rctircd from government service, killed it- In the wake of the seandal. DOD 
undertook furthcr study of the tanker replacement requiremenL thc rcsults of vvhich were still pcnding at the time of 
this intervìev, , 
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Dr. Smith: 
Gen Hughey: 



Dr. Smith: 



Gen Huehev: 



wisely, and being very judicious about what programs that we drìve. It's 
going to be erucìal that we get the Mobility Capabilities Study 55 right t 
because that's going to be the basis for the decisions regarding resources 
in the fu.tu.re. 

What cxcites you the most about the future of the command? 

The DPO and the lead that we've taken in joint theater logistics, If we can 
solve that problem, it's a legacy we can all be proud of T that we bad a part 
in that. J bclieve we have the talent here to do that, We will prevaiL Ànd 
that's exciting, Just how long is it going to take? I tell you, when you get 
down there in the Beltway, there are a lot of obstacles that you have to 
overeome. Sometimes you just can't see them until you stumble over 
them. [Laughter] 

We are entcring a period of transition with your retirement and General 
Handy lea ving in 2005. 

The next leader of TRANSCOM is going to be extremely important. 
whether or not he's duaJ-hatted witfi AMC and TRANSCOM. 



Dr. Smith: 



Gcn Hughey: 



Memorable People 

Who are the people you are going to remember most from this 
assignment? 

There have been just so many contributors to making TRANSCOM a 
success over the last two or three years. General Handy, first all, who 
gave me this job and is retiring, is unforgcttable. Dan McMilIin [Daniel 
F„ Senior Executive Service (SES), Beputy Director, TCJ5, August 1997 
to August 2003] was the dcputy down ìn the J5> and he got me started. 



■ 3 DGD ìnkiated the Mobility Capabilities Study (MCS) in June 2004. Completed on 29 Decembcr 2005, the sludy 
was designed to determine whedier the programmed transportation tbrce structure would meet strate^v rcquirements 
for2012. 



60 



Butch Pair, our dr.c: ol' nulJT. has hccn such a marvclo'js purtr.er and tcarr 
player Bill Wclscr did a magnificent job. Bobby Daìl T who has been the 
J3 and vvho ìa gping :u ;uke m_\ job, will do miirvelous ihings for thi.> 
eommand. Bil Johnson 50 [Army Bngadicr General William "Bil" H., 
Individual Mobilization Assistant and Deputy Director for Opcrations and 
Logistics, August 2001 to June 2004], who was his dcputy and a reservist, 
came on activc duty as the deputy J3 and is now on active duty now in 
Traq. Never going to forget him, Trish Young [Patrieia M., SES T Deputy 
Director for Strategies and Policy. TCJ5, December 2002 to January 
20051: Marge Leclaire [Margaret, SES, Deputy Director for Plans and 
Programs, TCJ5 T July 2003 to the present]; Chris Ames, who has a 
marvelous future m the Navy. Mark Purcell has amazed me in how fast 
he's picked up and is accomplishing all that he has. My offìce staff— Nan 
Honey [Navy Captain Nancy, executive offìccr to the deputy commander, 
USTRANSCOM] and Ardelle Restoff, my secretary— have been with me 
the whole time. My three aides, G. I. Tuck [Air Force Lieutenant Colonel 
Giovanni I.], Mikc Hafer [Air Force Lieutenant Colonel Michael W.] T and 
now Todd Robbins [Army Lieutenant Colonel Todd C.]. Grcat 
Americans, I don't want to put a buncb of names in the history, becausc 
then Im going to forget people, It's not like I've seen the last of these 
folks, cithcr. Im not going anywhere. in ihut Fm not moving far. Seven 
miles up the road. 

Dr. Smith: I understand. 

Gen Hughey: They are great Americans T who make this thing work day in and day out, 

twenty-four hours a day, seven days a week, 365 days a year. You 
became very aware of thc people down there at midnight in the J3, in the 
command center, working thcir tails off. You don ' i remember their 
names, and somctimes you don't remember their faces, but certainly the 
job they did you'll remcmbcr. I have to tell you T to end up here at the end 

56 MG Johnson rcplaced MG Fair as the USTRANSCOM Chief of Staff ìn November 2005. 
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Dr, Smith: 

Gen Hughcy: 
Dr Smith: 

Gen Hughey: 



Dr. Smith: 



Gen Hughey: 



of my career, there's just nothing better than this. This is the apex of 
logistics in the Departmem of Defense. Tvc bcen a logistician my whole 
career, Other than General Handy's job, this is a job I wanted morc than 
anything else. I'm very content with what we've accomplished, and it's a 
great place to end my career, 

Thai answered my next qucstion, which was give me a heartfelt 

assessmcnt of this assignment. 

Yes, wcll, yon got it. [LaughterJ 

Speaking of General Dail T do you have any advice for him as he comes 
into the joh as deputy commander? 

No. Bob just needs to continue being Bob Dail, and he ll do that. He 
bnngs a wealth of expertise and a marvelous reputation among all the 
Scrviccs. Hcs going to bc ablc to accomphsh grcat things. 

Therc's noihing mat you think he needs to know as a deputy commander 
that you might be ablc to pass on to him. a lcsson lcarned? 

The sealift guys are great guys, That's the only ihing ihat he's probably 
not as familiar with as I am at this poini, working \w r .h EWG and all thc 
things that theycan accomplish. 

Fiiture Plans 



Dr, Smith: 



Gcn Hughey: 



Vou mentioned you aren't moving very far avvuy. What are your plans for 
the future? 

We bought some property over near Troy, Illinois, between here and Troy. 
Wc're looking forward to building a house out there and going to work in 
the St, Louis metropolitan area somewhcre. Othcr than that I don't have 
anything I can talk about. [Laughter] 
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Importan ce of Fam ìlies 



Dr Smith: Is there anything that we didn't get around to discussing T any questions 

you wished I had asked. or anyihing else that you'd like to add? 

Gen Hughey; Onc of the things that we didn't talk about was the families. There was 

tremendous amount of saerifìce made. We brought in a lot of reservists 
who were separated from their families. Thaf s a contribution, There are 
a lot families right around herc who didn't see their husbands or wives for 
extended periods of time, Partly it was because they wcre working shifts, 
or because they were traveling a lot. And partly it was because we 
deployed many people to Kuwait and Iraq. I want to reach out and tell the 
families how much of a differcnce they've made, and how much their 
sacrifices have meant to this command and this nation. 

Ccrtainly my wife and best friend Heidi is deserving of more thanks than 
my words wiU every adequately express. She I-.ljs shured my concerns for 
families and throughout my career has ensured thal they have not been 
forgotten or their needs ignored. She has been a strong family advocate 
and instrumental in all that the "Hughey Team" has accomplished for our 
Service families. Whcther we were working to obtain WIC [Women, 
Infants, and Children (WTC) Program] 3 ' benefits for our families overseas 
or rcprescnting Service family interests to DACOWITS [Defcnse 
Department Advisory Commitiee on Womcn in thc ServicesJ.""' her efforts 
have been tireless and consistcntly successful. And. her pcrsonal support 
of me has been unwavering, I can't imagìne what I would have done 



5 ' WIC is a federally fundcd program that provides healthy supplemental foods and nutrkion counseling for low 
income pregnaiu womem new moLhers, infants, and children undcr age t~L\ e. 

58 Established in 1951 by then Secrciary of Dcfcnsc Gcorge C MarshalL DACOWITS is composed of civilian 
women and men who are appointed by thc Sccretar\ .11 )c:'erse to pmvide advice and recommendations on matters 
and policies relatina to the reemilmcru and rctcntion, treatment, employment. integration. and well-being of highly 
qualified prafessional women in the Armed Forees. ln addition, bcginnirtg in 2002, the Committee provides advice 
and recommcndation on family issues related to recruitmeiu and rctention of a highly qualified professional military. 
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without her. M> tour ac TRANSCOM would certainly not have been 
much fuii! 

Dr. Smith: Thank you, sir. 
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